Exeter College

Performance Improvement procedure
1. Introduction

It is in everybody’s interest for employees to perform well at their jobs, and the College aims to ensure that
all employees are given the support needed to ensure that they do so. Where there are issues with
performance then the employee should receive feedback from their manager which sets out any concerns.
Discussions should take place about how that performance can be improved.

The purpose of this policy is to ensure that all employees understand the standards of performance expected
of them and are supported to achieve those standards. Where performance falls below expectations, this
policy aims to provide a fair and consistent framework for improvement.

This procedure is non-contractual and sets out the steps that Exeter College will normally follow. However,
we reserve the right, at our discretion, to vary, replace or terminate the procedure at any stage, and
particularly (but not limited to) for employees who are within their probationary period.

2. Scope of this procedure

This procedure applies to all employees of Exeter College (including heads of department), unless otherwise
indicated in individual contracts of employment.

Where an employee’s poor performance is believed to be the result of deliberate neglect, or where serious
errors have been made to the detriment of the College then it may be more appropriate to use the
Disciplinary procedure. Which procedure to use shall be at the discretion of the College.

3. General principles
In addition to the specific procedures outlined below, the following general principles will normally apply:

- performance issues should be addressed promptly and fairly.

- the timing and location of any meeting(s) will be reasonable, and any meeting(s) will be held in as
private a location as possible without interruptions.

- the employee is expected to take all reasonable steps to attend any hearing on the appointed date
and at the appointed time. Where they are persistently unable or unwilling to attend a performance
management hearing, without providing an explanation that is to our satisfaction, the hearing may
be held in their absence and a decision taken based on the evidence available.

- if the employee has a disability, reasonable adjustments will (as far as possible) be made to ensure
that they are not disadvantaged at any performance management hearing. This may include the
provision of further assistance (e.g. for a signer or other support) where necessary. Arrangements
may also be made to assist any employee who does not have English as their first language and who
may need an interpreter.

- a performance management hearing may be adjourned at any stage by the person conducting the
hearing, to calm a tense situation, to check out facts, or to take advice. Such adjournments will be
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kept brief, wherever possible, in order not to hold up the resolution of the hearing, but may be
extended where particular information needs to be checked in the interests of fairness or consistency.

- it may be appropriate to adjourn a performance management hearing where a grievance is raised
which has a strong bearing on the matter to be decided (e.g. an alleged conflict of interest for the
person hearing the meeting, where bias is alleged concerning the conduct of the meeting, where it
is alleged that evidence is being used selectively by the person hearing the meeting, etc). In this case,
the grievance may be dealt with before the performance management process recommences, as
appropriate.

- under no circumstances should any formal meeting or conversation be recorded electronically or
digitally without the prior permission of all those present. Any unauthorised recording of a meeting
may be considered misconduct and may be addressed under the Disciplinary Policy.

4. Informal stage

Often, the day-to-day exchange of feedback that takes place between managers and employees in the normal
course of maintaining standards at work will be sufficient to manage performance.

However, where there are more serious concerns about shortcomings (e.g. repeated minor instances of poor
performance) on the part of an employee, we will normally seek to address these in a more structured, but
still informal, manner in the first instance.

Where an improvement is required, we will seek to ensure that the employee understands what is required,
how this will be measured, and over what period. Any agreed action plan (including any training or support,
as appropriate) will normally be confirmed in writing, together with the consequences of a failure to improve.
Whilst such a record will not constitute a formal written warning (and should not be construed as such), a
copy may be kept on file.

Whilst it is expected that an informal approach will solve most difficulties, where a sustained improvement is
not apparent, or where matters are more serious, the formal performance improvement procedure will be
used.

5. Formal procedure — Stage One

5.1 Invitation to performance management hearing

Where there are persistent concerns about an employee’s performance, they will be informed of the nature
of the problem, and this will be confirmed in writing. The employee will be invited to a formal performance

management hearing to discuss the issues of concern.

The invitation will set out the respects in which the College believes that the employee’s performance still
falls short of an acceptable standard.

The hearing will normally be conducted by the employee’s line manager and will consider any
representations the employee may make about their performance, whether it needs to be improved, and if
so, what steps can be taken to help the employee reach the appropriate level.

Following discussion of the problem, the manager may choose to:

- take no further action

- refer the matter for investigation under the Disciplinary procedure (if it appears the issues are linked
to conduct rather than performance)
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- issue a first written warning and Performance Improvement Plan which will normally remain current
for a period of 6 months.

5.2 Performance Improvement Plan

A Performance Improvement Plan (PIP) is a series of measures designed to help improve the employee’s
performance. Each measure will ideally be agreed with the employee, though the College reserves the right
to insist on any aspect of the PIP in the absence of such agreement.

Each PIP will be tailored to the particular situation, but will normally contain the following elements:

- Targets: the particular areas in which improvement is needed and how, and on what criteria, the
employee’s performance will be assessed. Where appropriate, specific targets will be set which will
need to be achieved either by the end of the plan or at identifiable stages within it.

- Timescale: the overall timescale in which the necessary improvement must be achieved, together
with the timescale for reaching any individual milestones where appropriate.

- Measures: the measures to be taken by the College to support the employee in improving their
performance. Examples may include (but are not limited to) training, additional supervision, the
reallocation of other duties, or the provision of additional support from colleagues.

- Feedback: Arrangements for regular feedback regarding the extent to which the employee is on track
to deliver the improvements set out in the plan.

If at any stage the College feels that the PIP is not progressing in a satisfactory way, a further meeting may
be held with the employee to discuss the issue. As a result of such a meeting the College may amend or
extend any part of the plan.

5.3 Review

At the end of the PIP the employee’s performance will be reviewed. If satisfactory progress has been made
the employee will be notified of this fact in writing. If the manager feels that progress has been insufficient,
they may decide to extend and/or amend the PIP to such extent as seems appropriate. Alternatively, the
manager may refer the matter to a meeting under Stage Two of this procedure.

Following the successful completion of a PIP the employee’s performance will continue to be monitored. If
at any stage during the lifetime of the first written warning the employee’s performance again starts to fall
short of an acceptable standard, their line manager may decide to institute Stage Two of this procedure.

6. Formal procedure - Stage Two

If a PIP has not led to sufficient improvement in the employee’s performance, the employee will be invited
to attend a new formal performance management hearing. The invitation will normally set out the respects
in which the College believes that the employee’s performance still falls short of an acceptable standard.

The hearing may be conducted by the employee’s line manager, or another Head of Department.

At the hearing, the employee will be given an opportunity to respond to any criticism of their performance
and to make representations about any aspect of the way in which the process has been managed.
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If the hearing concludes that reasonable steps have been taken which should have allowed the employee to
perform to an acceptable standard but that these measures have not worked, then a formal final written
warning may be issued.

The warning will normally explain the nature of the improvement which is required in the employee’s
performance and state that the improvement must be immediate and sustained. It will also normally explain
that if this improvement does not take place, then the employee may be dismissed.

Where it is appropriate, the warning may be accompanied by an extended or revised PIP.

The warning will normally remain current for a period of 12 months.

7. Formal procedure - Stage Three

If an employee has been issued with a final written warning under Stage Two which remains current, and the
College believes that the employee’s performance is still not acceptable, then the matter may be referred to

a further performance management hearing.

The employee will be informed in writing of the grounds on which the hearing is being convened and will be
told of the respects in which their performance continues to fall below an acceptable standard.

The hearing will normally be conducted by the employee’s line manager, or another Head of Department.

At the meeting the employee will be able to respond to any criticisms made of their performance and make
representations about how the situation should be treated.

The individual conducting the meeting may take such action as is judged appropriate up to and including a
decision to dismiss the employee.

Any dismissal under this procedure will be with notice (or payment in lieu of notice) and the decision to
dismiss, together with the reasons for dismissal, will be set out in writing and sent to the employee.

8. Appeals

An employee may appeal against any decision taken under this procedure. Such appeals should be submitted
in writing to the HR Manager without unreasonable delay (we would expect this to be within seven calendar
days of the decision being notified to the employee).

In their appeal, the employee should clearly state the grounds on which the appeal is made (e.g. they consider
that the finding is unfair or the penalty too harsh, new evidence comes to light, or because of a procedural
defect, etc).

An appeal hearing will then be convened to consider the matter. Any PIP that is in force, together with any
measures or objectives included within it, will continue in place during the appeal process.

Where possible, the appeal will normally be heard by a member of staff senior to the person making the
original decision and not previously connected with the performance management process, so that an
independent decision may be made. If this is not possible, a further independent party or other external party
may be requested to attend the hearing and advise.

The outcome of the appeal will be confirmed to the employee in writing explaining the grounds on which the
decision was reached. The outcome of the appeal will be final.
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9. Redeployment

There may be circumstances in which it becomes clear that an employee would be better suited to a different
role within the College. However, any offer to redeploy the employee will be entirely at the College’s
discretion and will only be made when the College is confident that the employee will be able to perform
well in the redeployed role and where there is a suitable available vacancy.

Redeployment may be offered as an alternative to dismissal where the College is satisfied that the employee
should no longer be allowed to continue to work in their current role. While the employee is free to refuse
any offer of redeployment, the only alternative available in these circumstances will usually be dismissal.

10. The Right to be Accompanied

Employees are entitled to request to be accompanied at any formal meeting held under this procedure by a
fellow employee or trade union official of their choice. If they wish to make such a request, the employee
should tell the College who they would like to request as a companion (and their role), and they should also
give the College sufficient notice to make arrangements for the companion to attend the meeting.

The College will provide any chosen companions with appropriate paid time off to allow them to attend the
meeting. It is, however, up to the employee in question to arrange for a companion to attend the meeting.

If the employee does not wish to be accompanied this should be noted at the hearing. Fellow workers
may not be compelled to attend as a companion.

If the chosen companion cannot attend on the day scheduled for the meeting, then the College will agree a
new date. This will usually be within 5 working days of the date originally scheduled. If the companion is not
available within that timescale, then the employee may need to find someone else to take their place.

The College will not normally rearrange a meeting more than once.

The Companion’s role is to advise the employee during the meeting and make representations on their
behalf. However, both the employee and their companion are required to cooperate in ensuring a fair and
efficient meeting. The companion is not entitled to answer questions on the employee’s behalf.

11. Absence during performance management proceedings

We recognise that performance management situations can be stressful for an employee. However, we
believe that in most cases this stress is best alleviated, and working relationships maintained, by completing
the performance management procedure quickly.

Where an employee is unfit for work, this does not necessarily mean that they are unfit to attend a
performance management hearing, and individuals must make every effort to co-operate with us in
completing the performance management process.

If an employee is absent due to illness or other reasons (such as maternity/ adoption/ paternity/ shared
parental or other leave), we will consider, in consultation with the employee (and/or a suitable medical
professional in the case of illness), whether there are any reasonable adjustments that can be made to enable
the case to be progressed (e.g. by allowing the employee to make submissions in writing, by conference call,
or by holding the meeting at a different venue).

If, after an attempt to contact the member of staff, we reasonably believe that they are unlikely to attend a
meeting in the near future, or to provide any further information, we may decide the matter without the
individual’s further input and based on the evidence and information available to us.
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Unless the employee has already been informed of this, we will normally write to inform the employee of our
intentions to proceed in their absence before taking any decisions.

12. Probationary employees

As above, the College reserves the right to vary and/ or abbreviate these procedures, and particularly for
employees who are still within their probationary period.

Accordingly, if there are incidences of unsatisfactory performance by a probationary employee they will
normally be:

e seen informally by their manager

informed of any shortcomings in their performance

offered training and support (where appropriate)

warned that failure to improve will result in dismissal.

If there is doubt about the employee's ability to reach and/or maintain a satisfactory standard of
performance, the probationary period may be extended, in which case the employee will be told of this and
a new date set for the expiry of the probationary period.

If the employee is unable to reach and maintain a satisfactory standard of performance, the College may
consider that they have not successfully passed their probationary period and will therefore terminate their

employment accordingly.

Where an employee is dismissed for a failure to successfully pass their probationary period, the decision will
be final and there will normally be no right of appeal.

13. Monitoring and review of this procedure

The Governing Body of the College has overall responsibility for implementing and monitoring this procedure,
which will be reviewed periodically following its implementation and may be changed from time to time.

Any queries or comments about this procedure should be addressed to the HR Manager.
14. Related policies
We also have the following related policies:

e Disciplinary policy
e Grievance policy
e Equality, Diversity & Inclusion policy

e Sickness Absence policy
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