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PROBATION POLICY AND PROCEDURE  
Section One: Policy and procedure overview
1. Policy Statement

2. Procedure overview
	Stage
	
	Action
	
	Responsibility and Timescale

	Recruitment


	
	Contracts should state clearly that all new appointments are subject to successful completion of 6 month probation.
The purpose of the probation to be made clear to all new employees.


	
	Standard element of contracts issued by Shared Services Centre.

Line manager to make clear to employee as part of the induction process.

	
	
	
	
	

	          ▼
	
	
	
	

	Assessment
	
	Continuous monitoring to be carried out with formal assessments at 2 and 4 months service (forms available as appendices 1 and 2).
Non confirmation of probation


	
	Line manager to ensure these assessments happen within the set timescales.
Line manager to hold meeting with employee having first received advice from the Shared Service centre

	
	
	
	
	

	          ▼
	
	
	
	

	Appeal
	
	Appeal against non-confirmation of employment to be lodged in writing to Head of Service stating grounds of appeal.
Written notification to employee of appeal hearing.
Confirm outcome of appeal hearing in writing.

	
	Employee to lodge appeal within 5 days of receiving notice.
Hearing to be held as soon as possible of receipt of notification of appeal.

Hearing Officers final decision to be issued in writing.

	
	
	
	
	


3. Scope of this policy
This procedure applies to all Council employees (including teachers employed centrally subject to any specific terms outlined within the School Teachers’ Pay and Condition document and the Conditions of Service for School Teachers in England and Wales (August 2000) document), except:

· Officers employed under the JNC for Chief Executives and the JNC for Chief Officers Conditions of Service.

· Internally appointed officers who have already employed by the Council. 

Those employed in schools, who are subject to a separate policy.

All new appointments to the Council will be subject to the successful completion of a six month probationary period regardless of previous local government service.

Existing employees who have six months continuous service with the Council and have successfully completed a six month probationary period are exempt from the probation policy.
Employees engaged on fixed term/temporary contracts of 6 months or less are exempt, although they would be required to serve a probation period if offered a permanent contract. Managers should give serious consideration to requiring employees to serve a probationary period if there is a likelihood that the fixed term/temporary contract will be, or is, extended beyond the initial 6 month period. Employees engaged on fixed term/temporary contracts for more than 6 months are required to undertake probation. Following completion of probation they will be given confirmation of their fixed term appointment.
This policy does not apply to those employees who have been assimilated or redeployed to a new post within the Council. These employees are subject to the procedures outlined within the Organisational Change policy.
4. Length of probation
The Council’s standard period of probation is six months.

5. Links to other policies and procedures
There may be a need to operate another policy while the probation procedure is being followed. These procedures will normally run simultaneously, however, consideration may be given to suspending one of the procedures following consultation with the Shared Services Centre.
Other procedures to follow may include:

· Induction
· Managing sickness absence.
· Organisational change
· Disciplinary 

Section Two: Procedure 

1. Roles and Responsibilities 

Line Managers are expected to:-

· Ensure that the employee is properly informed at the start of his/her employment about the standards expected during probation.

· Properly monitor a new employee’s performance and progress during the probationary period.

· Provide necessary training, support and guidance to the employee during the probation period.
· Follow the probation policy and procedure correctly and to the timescales set.

Employees can expect:-

· To be given fair and reasonable opportunity to demonstrate their suitability for the role.

· To receive necessary support, training and guidance.

· To be given written confirmation of permanent appointment/fixed term appointment having displayed the required standards upon completion of the probationary period.
· The right to appeal against the decision not to confirm appointment.

Employees are expected to:- 

· Take responsibility for demonstrating their suitability for the role during the probationary period.

2. Recruitment

The contract of employment should clearly state that the first 6 months of the appointment will be treated as a probationary period, during which time the employment may be terminated by the Council or the employee by giving the correct amount of notice.

As part of the induction process managers should explain the purpose of probation periods and set specific objectives and learning points, based on the job and person profile. A standard work programme is attached at Appendix 1. This can be amended to suit individual needs.

3. Assessment

During the probation period, detailed monitoring should be carried out regularly. The manager must formally assess the performance of each new employee after 2 and 4 months’ service, although monitoring and support should be a continuous process.

Any concerns should be raised clearly, given in good time and noted in writing to enable the employee the opportunity to correct mistakes and improve performance.
In the event of unsatisfactory performance, managers should seek advice from the Shared Service Centre.

4. After four weeks
A meeting should be held between the manager and the employee four weeks after starting the role to discuss work performance. If areas of concern have arisen, these should be discussed with the employee as well as discussion of actions that may improve performance.
5. Within four weeks: early dismissal during probationary period
It is recommended that every employee be give the opportunity to meet the required standards of the role and as such, the manager should wait until the end of the probationary period before consideration termination of employment. However, in cases where, within 4 weeks of commencing employment there is clear evidence to suggest that the employee is wholly unsuitable for the role and it is clear that further training or support is unlikely to achieve the required improvement in performance, the manager should contact the Shared Services centre with a view to terminating the employee’s contract.

A manager considering early termination of an employee’s contract should ensure that there are no health, disability or work-related issues which may be affecting the employee’s performance and for which the Council, as employer, has the responsibility to address. If this is not the case and there is an agreement after consultation with the Shared Services centre that employment should be terminated, the employee will be given one week’s notice.
6. After two months

A meeting should be held between the manager and the employee after two months to discuss work performance, highlighting achievements and areas for development or improvement. The work programme/objectives form should be used as a guide for this interview. 

Where there have been areas of concern, employees must be told and be given suggested methods to achieve the required level of improvement before the next review period. Targets set should be reviewed and if appropriate more specific ones set. The employee should be informed in writing that if a satisfactory standard is not reached by the 4 month period, that a possible outcome could be that their employment will not be confirmed.

7. After four months

The employee’s performance should continue to be monitored under the headings outlined in the initial work programme/objectives. A meeting should be held to discuss performance as at the two month stage. Where the probation period is proceeding satisfactorily the employee should be informed of this and the assessment sheet completed and returned to the Shared Services Centre (Appendix 3).
If the employee’s performance has not reached an acceptable standard and they have not responded to corrective action, the employee may be informed that their appointment will not be confirmed if they fail to achieve the required standard by the completion of 5 months service or that their appointment is not to be confirmed because of unsatisfactory performance. If a 5 month review point is agreed, it is strongly recommended that managers set specific targets to be achieved within the month and arrange to meet with the employee regularly to review progress.

The Council may dismiss an employee during the probation period if the required standards of performance have not been met following the appropriate application of the probation policy.

8. Extending probationary periods
The Council reserves the right to extend an employee’s probationary period at its discretion. This will be limited to one extension of up to 3 months.

The extension of a probationary period may be applicable where reasonable adjustments or training are needed to enable the employee to adequately perform their role, or where there has been a long period of sickness or absence for example during the initial six month period..

Before extending the period of probation the line manager must consult with the Shared Service Centre. If an extension is agreed, this will be confirmed in writing to the employee detailing the length of the extension, reason for extension and the performance standards or objectives the employee is required to have achieved by the end of the probationary period. See Appendix 2 – Probation Performance Improvement Plan  and letter in Appendix 5.
If the employee has not fully met the required standards by the end of the extended probationary period, his/her employment will be terminated as per the standard procedure.
9. Ending employment in the probationary period
If, following the completion of the probation procedure, an employee’s performance continues to be unsatisfactory, and an extension of the probationary period is not applicable, it may be necessary to terminate employment.

A meeting should be arranged where the employer will be served with their notice of termination of service. This should also be issued formally in writing. This meeting should be chaired by the line manager in the first instance and the employee informed of their right to have their trade union representative present.

Where the employee is dismissed, the period of notice to be served during a probationary period is four weeks. This is subject to assessments having taken place at two and four month’s service. See letter at Appendix 4.
10. Irregularities during probationary period
Where a probationary employee has misrepresented their skills, abilities and qualifications at interview, and they are unable to carry out the duties or requirements of the role, then management must decide whether the employment should continue.
A meeting giving at least one week’s notice to the employee will be arranged to give the employee an opportunity to make representations.  Where the employee is a member of a trade union, the employee shall have the right to be accompanied by a trade union representative; otherwise they may be accompanied by a colleague employed by the authority.
If evidence suggests that the employee has misrepresented their skills or abilities in any way, the Council will terminate employment with one week’s notice.
11. Notice period for employees

Employees who wish to end their employment within their six-month probationary period have the option to either give one week’s notice or to serve the full 4 week notice period. A decision on the notice period will be subject to line manager agreement.
12. Confirming permanent employment

If the employee’s performance has reached the required standard the manager will request that the Shared Service Centre confirms completion of the probation period and permanent appointment. (Appendix 3) Standard letter (Appendix 6)

13. Appeals

Employees have the right to appeal against the decision not to confirm appointment. They should state their intention to do so in writing to the Head of Service within 5 days of receiving their notice letter. 

The appeal hearing will take place as soon as possible on receipt of the notification of the intention to appeal, and will be chaired by an officer at 3rd tier manager level or a Head of Service. An HR Adviser will be present to advise.

Ten days notice will be given of the appeal hearing. Employees will be informed of the date and time, the purpose of the appeal hearing, the process to be followed and the right to be represented by a trade union representative or a friend.

All documentation from the employee and the employer should be exchanged at least 5 days before the hearing.

At the appeal the manager and the employee will have the opportunity to present their case and call any witnesses.

It should be noted that the decision of the Hearing Officer is final and there is no further right of appeal.

Section Three
Supporting documents 

Appendix 1 – Probation review form



Appendix 2 – Probation Performance Improvement Plan



Appendix 3 – Probation 6 month review form
Appendix 4 - Unsuccessful completion of probation TEMPLATE LETTER
Appendix 5 - Extension of probationary period TEMPLATE LETTER
Appendix 6 - Successful Probation Completion TEMPLATE LETTER
Appendix 1

Probation Review Form
4 week/2 month/4 month (Delete as appropriate)
This form should be used as a template to aid discussion between manager and employee on progress during the probationary period and provide record of this discussion. It should be used with reference to the employee’s job description and person specification. Any shortfalls in performance or areas requiring improvement should be recorded on the form attached at Appendix 2.
	Name of employee:                                                         Service Area:

Job Title:
	Date:

	Meeting attended by

Manager:

HR Adviser (if appropriate):

Employee’s chosen representative (if appropriate):
	

	Assessment of performance:
	Excellent
	Good
	Average
	Poor
	Examples/Comments

	Quality of work

Overall assessment of work measured against job description

	
	
	
	
	

	Consistency of work

Understanding of work, accuracy and quantity of completion

	
	
	
	
	

	Meeting of deadlines

Punctuality and timeliness of work completion

	
	
	
	
	

	Relationships with others

With colleagues and, where applicable, clients

	
	
	
	
	

	Conduct

Attitude, motivation and commitment to tasks

	
	
	
	
	

	Attendance record


	
	
	
	
	


	Has the employee successfully completed this stage of the probationary review?

	YES
	
	Partially 
	
	NO
	
	If the result of the review is partial or unsuccessful completion, this should be expanded upon using the Improvement Plan  form at Appendix 2.

	Manager:
	
	Date:

	Employee:
	
	Date:


Appendix 2

Probation Performance Improvement Plan

This form should be used to document discussion between manager and employee around areas of improvement needed  in performance. It should be used to clearly identify the improvements in performance required, the evidence required of this improvement and any support or training that may be required to achieve this.

	Name of Employee:


	Name of Manager:

	Service area:
	Service area:

	Unsatisfactory Performance
	Improvement required
	Progress/evidence required
	Support/training required

	
	
	
	

	
	
	
	

	
	
	
	

	Manager:
	
	Date:

	Employee:
	
	Date:


Appendix 3

PROBATION SIX MONTH/FINAL REVIEW

Please note that the probation procedure for the individual named below is now due to be completed. The relevant box at the end of the form should be ticked and appropriate action taken.

This form should be signed and returned to                (Shared Services) by       (Date)

Name ……………............................................................................................

Directorate …………..……......................................................................

Post held and Grade .......................................................................................

Date of commencement ..................................................................................

6 month/final  review date ........................................................................................

-------------------------------------------------------------------------------------------------------

For completion by manager

A) Performance is satisfactory and I recommend confirmation of employment 

 FORMCHECKBOX 

B)  Performance has not reached a satisfactory standard and the process for non   

    confirmation of employment is currently in progress





 FORMCHECKBOX 

C)  Due to exceptional circumstances, which are attached in writing, probation is to be 

     extended for up to 3 months








 FORMCHECKBOX 

Manager’s name

.........................................................................................

Manager’s signature

.........................................................................................

Date



..........................................................................................

For completion by employee

I can confirm that the decision indicated above has been discussed with me by my Line Manager. (Signature confirms awareness of the situation, it is not necessarily an agreement of the content)

Postholder’s signature    ..................................................................

Date                               ..................................................................

Further information
For more information please contact the Human Resource Service via Internal Shared Services on 01708  43 33 33.

Appendix 4
Unsuccessful completion of probation TEMPLATE LETTER

CONFIDENTIAL

Name

Address

Address

Address

Date

Ref:

Dear

I write to confirm the outcome of the probationary assessment meeting which took place on .........(date) at which you were accompanied by ......name, (union representative/colleague)

You were advised that on the basis of your failure to reach a satisfactory standard of performance your appointment will be terminated.

I now give you notice of termination of your employment and your last day of service with the London Borough of Havering will be     (date).

You have the right to appeal against this decision.  You must inform me, in writing of your intention to appeal within 5 days of receipt of this letter.

Yours sincerely

Third Tier Manager or Head of Service

cc. 
Shared Services


Trade Union Representative

Appendix 5
Extension of probationary period TEMPLATE LETTER
CONFIDENTIAL

Name

Address

Address

Address

Date

Ref:

Dear

I write to confirm the outcome of the probationary assessment meeting which took place on............(date) at which you were accompanied by ...........name (union representative/colleague)

You were advised that your performance has not been considered to meet a satisfactory standard and as circumstances (enter text re long term sick/lack of training) have prevented you from successfully completing your probation, that an extension of three months has been recommended.

Your probation period will now be until  .............. (date) and as discussed your performance will continue to be monitored during this period.

If you have any queries please contact me.

Yours sincerely

Shared Services
cc
Line Manager

Union Representative

Appendix  6
Successful Probation Completion TEMPLATE LETTER
CONFIDENTIAL

Name

Address

Address

Address

Date

Ref:

Dear

I am pleased to inform you that you have successfully completed your probation period and confirm your permanent employment with the London Borough of Havering as ..............(enter job title)

As laid down in Terms and Conditions of Employment, I can confirm that you will be entitled to an increment on.............(date) and thereafter on .............(enter date if different).

Congratulations on your appointment.

Yours sincerely

Line Manager

cc Shared Services

Section Four: More Information
 For more information please contact the Shared Service Centre on ext 3333.
Section Five:    Policy ownership and effective dates
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The Council’s aim is to deliver high quality services and maintain the highest standards of conduct in public service.  The Council recognises that this commitment to quality must be reflected in the way employees and line managers are allowed to objectively assess employee suitability for the role. This will be achieved by:





Ensuring that employees understand what responsibilities and standards are expected of them on entry to the service.


Discussing with the employee their performance, identifying strengths, areas for improvement and learning and development needs.





It is the Council’s policy to operate probationary periods for all employees who are new to the employment of the London Borough of Havering.





The probation procedure should be used as a tool to ensure that employees are given every opportunity to prove their suitability for the post to which they have been appointed.
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