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	1 Policy Scope and Purpose

	Scope and Purpose:


	This policy outlines the University’s approach to managing incidents of underperformance, once it has been established that this is due to an employee’s capability in their job role, which is not related to their conduct or medical reasons. 

Aims and Objectives

· To support, guide and advise employees who may be experiencing difficulties in performing their duties to the required standard;

· To provide line managers with a clear framework to manage employees who may be underperforming in their role in a fair and consistent manner;

· To support a culture of continuous development and improvement.

Following a review of existing policies, and based on feedback from key user groups, the University’s Performance Management policies are undergoing modernisation.  The Performance Improvement Policy replaces both the Codes of Practice for Professional and Performance Difficulties, for academic, academic related and support staff.


	Start point of the Policy:


	When an employee’s work performance is unsatisfactory, potentially due to a lack of capability in their job role.


	End Point of the Policy:


	When work performance has reached a satisfactory level during the informal or formal procedure. Alternatively, it may end when it is identified that another policy or procedure is more appropriate eg sickness policy.

	Compliance and Regulatory requirements:


	Effective performance management will support the achievement of the University’s strategic goals as well as helping to encourage and develop employees who may be experiencing performance difficulties at work.

	Who uses this Policy:


	The Performance Improvement Policy applies to all employees in full or part time employment, on permanent or fixed term contracts of employment.  

	Roles and Responsibilities:
	· Line Managers are responsible for implementing the policy in a fair and consistent manner

· All employees will be responsible for engaging with and adhering to this policy and procedures

· Trade Unions will be consulted in regard to the content of the policy and will be reasonably available to support and represent their  members 

· The Human Resources Management (HRM) department will be responsible for ensuring compliance with this policy and procedure and providing guidance and direction

· All parties will be expected to apply the policy correctly, in instances where this is proven not to be the case investigations will be undertaken and appropriate consequences applied.



	2 Policy Detail


The University understands that employees may, from time to time, encounter difficulties in performing their duties to the required standard and attaches great importance to supporting its employee’s to overcome such difficulties and to achieve and sustain satisfactory levels of performance.  In the majority of cases this can be done through peer or line manager coaching and additional support, but in some cases a more structured approach is required that clearly indicates the implications of the continued unsatisfactory job performance.

The Performance Improvement Policy and Performance Improvement Procedure (PIP) has therefore been adopted by the University to provide a framework for addressing performance issues or concerns at an early stage, allowing the employee to reach and sustain satisfactory standards of performance. Prior to instigating the formal stages of the Performance Improvement Procedure, the employee should be supported through the informal stage of the procedure.  This is a robust stage that needs to be exhausted before approval to instigate the formal stage of the procedure is sought.

The Performance Improvement Policy should be used to address work performance issues that are due to a lack of ability in the job role, it should not be used where performance issues relate to an employees’ conduct or attitude, as in these instances the Disciplinary Policy should be referred to.   

Managers should be clear that underperformance exists when the employee is not meeting the requirements of the role.  Examples of poor performance could include regularly unfinished work, missed deadlines, not responding to student communications within an agreed timeframe, a lack of preparation for lectures/seminars, a failure to give constructive feedback to students, missing assessment deadlines, or a failure to communicate progress on tasks or a consistent level of inaccuracy in the work produced.  Whilst the University would expect that these issues are dealt with in a supportive manner, the line manager should understand that there are implications attached to not tackling the performance issues.  These implications could include the level of efficiency within the team, a disaffected team and/or an increased workload for other members of the team.  Failing to deal with these issues could have a wider impact to the organisation, such as not meeting business objectives and affecting the levels of customer satisfaction experienced.

Consideration should be given to what the perceived reasons around the unsatisfactory performance may be, for example whether or not the employee may be experiencing personal problems, or if they have recently moved into the role, or there may have been significant changes in their role.  The line manager also needs to determine if there have been any barriers to performing fully, similarly the employee may highlight perceived barriers which need to be considered. Consideration should also be given as to whether or not there is there an underlying medical condition.  If the line manager is any doubt about whether it is a capability issue relating to ill health or a misconduct issue then they should discuss their concerns with a member of the Human Resources Management team.  If, during discussion, it is established that there is an underlying medical reason for the underperformance then it is more appropriate to follow the Sickness Absence Policy, which details reasonable adjustments and the appropriate approach to take when managing capability issues due to ill health.  If it is established that the reason for under performance is due to conduct then it is more appropriate to adopt the disciplinary procedure.

Once it has been established that the reason for the underperformance is not due to a medical reason, and it is a capability rather than misconduct issue, then the Performance Improvement Procedure (PIP) should be applied.

The Performance Improvement Procedure allows for both formal and informal action to be taken to address the issues of performance.  Implementation of the informal stage of the procedure should not be seen as a forerunner to formal action, although there may be instances where it is necessary to invoke the formal procedure, if there is no improvement following the informal stage. 

The University reserves the right to apply modified procedures during any probationary period, in accordance with any probationary procedures in place at the time.

Guiding Principles

The following guiding principles underpin the Performance Improvement Policy and should be observed in order to maximise overall benefit for the University and its employees:

· The application of the Performance Improvement Procedure should be fair, transparent and consistent; providing sufficient evidence for assessing an employee’s performance 

· Employees should be given the opportunity to rebut or challenge claims of poor performance at an early stage, additionally the right of appeal is included when any formal sanction is applied

· Line Managers play a fundamental role in driving the PIP – this includes making the necessary time required to apply this procedure and supporting the employee who is experiencing difficulties

· This policy and procedure should support and develop those that have been identified as not meeting agreed objectives or who are underperforming in their job role

· Objectives should be in line with institutional and departmental strategies and the employee’s agreed job description

	3 Related Policies 

	Policy Name

	Location

	Sickness Absence Policy

	

	Grievance Policy

	

	Disciplinary Policy

	

	Alcohol, Drugs and Substance Misuse Policy

	

	Dignity at Work and Study Policy

	

	Policy for the Recognition and Management of Stress
	


 All listed and related documents can be found on the HR intranet. When any changes in process are being considered, this section should be referred to in order to determine the implications on for associated policies.
	4 Related Procedures 

	Procedure Name
	Procedure Owner (include name and position within the University)

	Performance Improvement Procedure

	

	Sickness Absence Procedure

	

	Grievance Procedure

	

	Procedure for the Review of Staff on Probation

	

	Disciplinary Procedure

	

	Dignity at Work and Study Procedure

	


All listed and related documents can be found on the HR intranet. When any changes in policy are being considered, this section should be referred to in order to determine the implications on associated procedures.
	5 Related Processes

	Process Name

	Location

	Workload Balancing Model 

	


All listed and related documents can be found on the HR intranet. When any changes in policy are being considered, this section should be referred to in order to determine the implications on associated processes.
	6 Monitoring and Performance of the Policy

	Records:


	Written records from the formal performance review hearing process will be kept and shared with the employee.  Records will be treated as confidential and will be held in accordance with the Data Protection Act 1998.

	Monitoring application of the Policy:


	HRM division

	Performance Indicators: 


	

	Training and Support for the Policy:


	On line toolkit, one to one support from an HR professional.


	7 Policy sign-off and ownership details

	Document name:


	Performance Improvement Policy

	Version Number:


	3

	Status:


	Live 

	Equality Impact Assessment:


	Completed October 2011

	Approved by:


	

	Effective from:


	1st November 2011

	Date for Review:


	

	Author:


	Barbara Steele

	Owner:


	

	Document control:


	All printed versions of this document are classified as uncontrolled. A controlled version of this document is available from Human Resources or in the ‘HR Documents’ section of the Staff Channel. Questions on this process should be initially directed to HR Reception on 0161 295 2121 or HRServices@salford.ac.uk 



	8 Revision History

	Release Number
	Date 
	Revision description
	Author

	PIP1
	Sept 2010

	1st draft of new policy
	Barbara Steele

	PIP2 
	May 2011

	2nd draft based on TU feedback
	Barbara Steele


	9 Appendices 

	· Appendix A – Informal Performance Improvement Plan
· Appendix B – Summary Checklist 
· Appendix C – Invite to formal hearing
· Appendix D – Formal Performance Improvement Plan
· Appendix E – First Written Warning letter template
· Appendix F – Final Written Warning letter template
· Appendix G – Action short of dismissal/demotion/redeployment letter template
· Appendix H – Dismissal letter template
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