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[bookmark: _Toc233626606]Probation Process Flowchart 

Month 4;
Final review meeting, (hold meeting at least 2 weeks prior to the end of month 4). Letters 6 - 9  
First day of employment with the school.

Months 2 – 4;
Monthly probation review meetings & outcome letter of these meetings. (Letters 1 to 6, please note not letters will be applicable)
 Successful probation
Confirmation of appointment. 
Letter 7
Month 1;
Weekly check ins (record discussions on file).



 Appeal
Letter 11 - 12
 Dismissal 
Letter 10
 Probation hearing 
Letter 9 
 Successful extension
Confirmation of appointment. 
Letter 7
 Extend probation
Maximum of 1 month. 
Letter 8

[bookmark: _Toc233626607]Probation Checklist for Managers
[bookmark: _Toc202343947][bookmark: _Toc208470476]
Week One - Start as you mean to go on
Help your new starter settle in, understand their role, and begin building relationships.

· Plan simple tasks and goals for the week to help them build confidence.
· Arrange introductions to colleagues and key contacts. 
· Discuss the probation period and set dates for review meetings. 
· Refer to the Probation policy. 

Months One, Two & Three
Support their development and check in regularly to ensure they’re on track.

· Set up and continue weekly check-ins, keeping a record of discussions. 
· Review how the employee is settling in and address any concerns.
· Share positive feedback and celebrate early successes. 
· Encourage open conversations about how things are going. 
· Review progress.
· Discuss the individual’s experience so far, including wellbeing and team integration. 
· Gather informal feedback from any colleagues/supervisors involved in the probation period of the new employee. 
· Identify, discuss and document any early concerns (e.g. performance, conduct attendance).
· Agree on next steps i.e. any support or development needed.
· If not already done, set a date for the final probation review to be held at the end of month 4. 


Month Four – Final Probation Checkpoint
Celebrate achievements, and gather feedback. 

· Review overall performance, conduct and progress against objectives. 
· Discuss the employee’s experience and development. 
· In completing the final probation review, you must confirm one of the following outcomes in line with the Probation policy.
·  Confirm the appointment, if the employee has successfully completed their probation period.
· Extend the probation period, if performance has not yet met the required standard but improvement is likely.
· Refer to a probation hearing, if performance, conduct, or attendance is unsatisfactory and an extension is not appropriate.
· Use the appropriate template letter to confirm the outcome (please see templates throughout this toolkit to support you). 

[bookmark: _Toc233626608]Probation Review Meeting Briefing Note 
This briefing note can be applied for monthly review meetings (between 2 -4 months) or the final review meeting (at least 2 weeks prior to end of month 4).
 
The review meeting is attended by the employee and their line manager. Managers should take notes of the meeting as an outcome letter will be sent to the employee after the meeting has concluded. 

1.Purpose of the meeting
Welcome employee and set a supportive tone for the meeting; confirm the purpose of the meeting is to review the employees progress during their probation period thus far. Reassure that the probation review meeting is a two-way discussion, and the employee should feel able to contribute to the meeting. 

2. Employees views
Ask the employee for their thoughts so far. For example:
· How do they feel the probation is going?
· What does the employee think has gone well?
· What challenges has the employee experienced?
· Does the employee feel supported in their role?

3.  Managers views
· Performance 
· Conduct 
· Timekeeping 
· Sickness absence 
· Attendance 
Discuss what has gone well, what expectations are being met and if there are any gaps or concerns these should be raised alongside guidance on how to improve in these areas. 

4. Training and Development needs
Discuss any training and development needs. Discuss the action plan - if relevant, this is in place to support them in meeting, achieving and maintaining the standards of the role.

5. Agree actions 
training, mentoring, improved attendance etc.) who is responsible and timescales. Create an action plan identifying areas for improvement. 

6. Next Steps in the Probation Procedure. 
Options are – monthly reviews, progress to probation final review meeting or probation hearing. 

7. Close - Confirm a letter will be sent to confirm outcome.  Close meeting. 
[bookmark: _Toc233626609] Letter 1 – Invite to Probation Review Meeting
Private & Confidential
<Name>

<Address>
<Address>


Ref: 

<Date>

Dear <Addressee>

Probation Review Meeting Invite 

On behalf of <school name>, I would like to welcome you to the team.

As explained during your induction, the first four months of employment is your probation period.  The purpose of a probation period is to give us the opportunity to assess  your suitability in the role  you have been appointed to and for you  to assess if the role is right for you and for you to demonstrate your ability to effectively perform  your duties and to satisfactorily demonstrate the standards of performance, conduct, timekeeping and attendance, including sickness absence, that we expect.

During your probation period we will meet weekly in your first month, and then monthly thereafter to formally review your performance and progress against the requirements of your role and also your conduct, timekeeping etc as detailed above.

Any training and support required will be in place to assist you in reaching the required standard and our review meetings will provide an opportunity to identify any further training or support you may need.

Your first probation review meeting will be held on (insert date, time, location) and if there is any further help or assistance either I or the team can provide in the meantime, please let me know.

Yours sincerely

<Name>
Headteacher
[bookmark: _Toc233626610]
Letter 2 – Review Meeting Outcome; Satisfactory Progress
Private & Confidential
<Name>

<Address>
<Address>


Ref: 

<Date>

Dear <Addressee>

Further to your Probation Review Meeting held on (date) I am pleased to be able to confirm that you have achieved the standards expected of you in performing the duties of your role and in respect of your conduct, timekeeping, and attendance, including sickness absence.  

I am pleased with your progress to date and look forward to you maintaining, if not improving upon, this standard of performance throughout the remainder of your probation period.

Your next probation review meeting is on (date, time, and location).

Please do not hesitate to contact me if you have any queries about the content of this letter.

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626611]Letter 3 – Review Meeting Outcome; Unsatisfactory Progress
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to your Probation Review Meeting held on (date) I regret to have to confirm that your progress in your role, specifically your (performance/conduct/timekeeping/ sickness absence/attendance delete as appropriate) is unsatisfactory. The following concerns, as discussed with you, have been identified as requiring improvement:

· (list areas of concern with specific examples and how this falls short)

 The standards of (performance/conduct/timekeeping/ sickness absence/attendance delete as appropriate) expected of you were discussed at the meeting. In order to support you to meet the required level of performance, we have agreed the following:

· (list specific actions agree, e.g. training, extra supervision, what the employee needs to do, how and when  you are going to measure performance)

(if relevant, include: I am enclosing the action plan to be put in place in order to support you in meeting achieving and maintaining these standards.)

I am satisfied that having discussed these concerns with you, explained the standards required and having an agreed action plan (if relevant) in place, you have the framework and support to help you achieve the required level of (performance/conduct/timekeeping/ sickness absence/attendance delete as appropriate).  However, I must remind you that failure to meet the expected standards by our next review meeting may result in termination of your employment although an extension to your probation period is a possibility dependent on there being identifiable and satisfactory improvements in your performance.

We have agreed to meet to review progress (at, date, location); however, if there is any further help or assistance either I or the team can provide during this time, do let me know.
Yours sincerely
<Name>
Headteacher

[bookmark: _Toc233626612]Letter 4 – Review Meeting Following Unsatisfactory Progress – Improvements Made
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to the meeting held on (date) to review progress against the action plan put in place to address concerns regarding your progress in your role, specifically your (performance/conduct/timekeeping/ sickness absence/attendance delete as appropriate)  I am pleased to confirm that you have now achieved the expected standards. You will appreciate the need for you to maintain, if not further improve upon, the standards you have now achieved. 

We will meet for a Probation Review Meeting on (date, time, and location) to further review your progress within your probationary employment. I must remind you that failure to maintain your improved performance by this next scheduled meeting may result in termination of your employment, although, dependent on there being continued identifiable and satisfactory improvements in your performance, an extension to your probation period may be considered. 

I am also pleased to acknowledge the commitment you have shown in achieving the improvement plan and reiterate that you must consistently continue to perform at this acceptable level.  

Please do not hesitate to contact me if you have any queries about the content of this letter.

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626613]Letter 5 – Review Meeting Following Unsatisfactory Progress – No Improvement Made
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to the meeting held on (date) to review progress against the action plan put in place to address concerns regarding your progress in your role, specifically your  (performance/conduct/timekeeping/ sickness absence/attendance delete as appropriate)  it is disappointing that you have not been able to make adequate and acceptable progress against the action plan. You will appreciate the need for you to address this situation.

The specific concerns identified and discussed with you are as follows:

· (list concerns with specific examples of where performance falls short)

Your progress against the action plan will continue to be reviewed.  If there are any means by which you feel you can be further supported to achieve the required standards of performance, please let me know.

We will meet for a Probation Review Meeting on (date, time, and location) to further review your progress within your probationary employment. I must remind you that failure to improve your performance and achieve the necessary standards by this next scheduled meeting may result in termination of your employment, although, dependent on there being identifiable and satisfactory improvements in your performance, an extension to your probation period may be considered. 

Please do not hesitate to contact me if you have any queries about the content of this letter.

Yours sincerely

<Name>
Headteacher



[bookmark: _Toc233626614]Letter 6 – Invite to Final Review Meeting 
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to the previous Review Meetings you have attended you are invited to attend a final Probation Review Meeting, the arrangements for which are as follows: 

Date:

Time:

Location:


Please do not hesitate to contact me if you have any queries about the content of this letter.

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626615]Letter 7 – Outcome of Final Review Meeting; Confirmation of Appointment
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to the final Probation Review Meeting held on (date)

 I am pleased to be able to confirm that you have achieved the standards required of you in your role and in your employment as an employee of <school name>.

I am, therefore, further pleased to confirm that you have satisfactorily completed your probationary period of employment and to be able to confirm your appointment.  

As a school employee your performance will now be managed and monitored in accordance with the school’s performance and development appraisal process.

Congratulations on your achievement. 

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626616]Letter 8 – Outcome of Final Review Meeting; Extension 
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to the final Probation Review Meeting held on (date) I regret having to confirm that you are not meeting the standards of performance in your role as required by the School.

You are aware of the requirement that School employees achieve and maintain satisfactory levels of performance in the roles to which they have been appointed.   At the present time you are not achieving the required standards and, therefore, I am unable to confirm you in your post.

The specific concerns identified and discussed with you are as follows:

· (list concerns with specific examples of where performance falls short)
 As discussed, it is considered that with additional training/support you should be able to achieve the required standards within the specified time frame. I have decided, therefore, to extend your probationary period of employment by (time period - up to one month). I will meet with you during this period, and at the end of the extension period, to review your progress.  I trust you will make the most of this opportunity.

*wording for sickness absence - 
Due to your absence at work due to sickness, I have decided, to extend your probationary period of employment by 1 month

As you know, the School operates a four month period of probationary employment in order to ensure that new employees like yourself have the opportunity to become familiar with the main duties and tasks of the roles to which they have been appointed and to demonstrate the standards of performance, conduct, timekeeping, sickness absence and attendance required.   This affords opportunity to assess your suitability for appointment as an employee of <school name> and, indeed, for you to determine whether the role and employment with the School is right for you.  

As it will be difficult to achieve the aforementioned objectives in your current circumstances, I can confirm that, in accordance with the Probation Policy, your period of probationary employment is to be extended by (time period – up to 1 month.) 

I hope that this will help alleviate any concerns and anxieties you might be feeling regarding your probationary employment. At the present time your focus needs to be on you getting better and being able to return to work as soon as possible. With this in mind I would like to take this opportunity to wish you a speedy recovery. *

If you are successful in achieving the required standards, I should be in a position to confirm you in post at the end of your probationary employment. However, if you are unsuccessful and your performance remains unacceptable, then it is likely that your employment will be terminated   

Please do not hesitate to contact me if you have any queries regarding the content of this letter and if there is any further help or assistance you feel you might benefit from please let me know.

Yours sincerely

<Name>
Headteacher

[bookmark: _Toc233626617]Letter 9 – Outcome of Final Review Meeting; Invite to Probation Hearing
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to the final Probation Review Meeting held on (date) I regret having to confirm that you are not meeting the required standards of performance in your role.

You are aware of the requirement that School employees achieve and maintain satisfactory levels of performance in the roles they have been appointed to.  From your progression through your probationary period, you are also aware of the aspects of your role in which you are falling short of the standards expected. Regrettably, despite the support that has been provided, you are not achieving the required standards and, based on your progress to date, I do not believe you will. I am, therefore, unable to confirm you in your post.

I am, therefore, inviting you to a Probation Hearing to be held on

Date: ………………….
Time: ………………….
Venue: …………………

Present at the meeting will be <list attendees and their position>. (including manager with authority to dismiss)

A HR representative will also attend

The hearing will be recorded by a Note taker* in attendance OR MS Teams recording facility.

*Where the Note taker feels it is necessary to make an audio recording to support with the preparation of the notes, the requirement to make the recording will be clarified with all present at the start of the hearing.

<If via Teams> - This meeting is scheduled to take place using MS Teams and there is a link included within the invite and also in Outlook calendars where this has been sent electronically. If you have any specific requirements in being able to use this facility or would like to discuss any adjustments you would like included within the meeting, please contact me as soon as possible to discuss. Additionally, if you would like to suggest an alternative method in conducting this meeting, please contact me as soon as possible to discuss.
You have the right to be accompanied at the meeting by a School work colleague, trade union representative or an official employed by a trade union. Should you wish to arrange to be accompanied, you should do so without delay and contact me directly should any difficulties arise in making these arrangements.  Please let me know who your chosen companion is at least 24 hours before the meeting. 
You will be provided with the documentation to be used at the hearing following this letter. You will also have opportunity to submit documentation of your own. I must advise you that a possible outcome of this hearing may be the termination of your probationary employment.  

You are asked to confirm your attendance and identify who, if anyone, will accompany you.

I would remind you that the hearing may proceed in your absence should you or your representative fail to attend without advance notification to me and without good reason.  In this case I will consider the matter based upon the written submissions. If the manager Chairing the hearing agrees to a postponement of the hearing it will be rearranged within 5 days or as soon as is practicable.

You are required to confirm, by contacting me, the following:

· Your own attendance at the hearing.
· Who, if anyone, will accompany you at the hearing.
· Whether you will be submitting any documents and, if so, when/how these will be received. 

Please do not hesitate to contact me if you have any queries regarding the content of this letter.

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626618]Letter 10 – Outcome of Probation Hearing
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

I write further to the Probation Hearing held on (date) at (location) which I chaired.  Present at the hearing were: (Name/designation of attendees)

 As you know, the purpose of the hearing was to seek and consider your explanation in respect of identified concerns in your performance and unsatisfactory completion of your probationary period. 

Having carefully considered all of the evidence presented at the hearing in respect of the identified performance concerns, namely (outline specific concerns and support provided) my decision in relation to this matter is as detailed below.  

(Select Outcome 1, 2 or 3, below)

Outcome 1

I believe your (performance/conduct/timekeeping/ sickness absence/attendance - delete as appropriate) in your role meets the standards expected by <school name> at this stage in your employment. Your appointment will, therefore, be confirmed. 

Outcome 2

I believe that with some additional training/support and commitment on your part you may achieve the required standards of performance within the time frame permitted by the Probation Policy and therefore, in accordance with this policy, I authorise an extension to your probation period of (time period - up to 1 month). I will meet with you again, in a further hearing, at the end of the extension period to review your progress. If your progress has improved and you have achieved the standards of performance required, you will be confirmed in post. If your progress is not acceptable and you continue to fall short of the standards expected the outcome is likely to be the termination of your probationary employment. I trust you will make the most of this opportunity.

Outcome 3

I believe you have been given full opportunity to reach the required standards of performance and have failed to do so. Your employment will, therefore, be terminated by due notice. In line with the Probation Policy, you are issued with (one month’s paid notice/payment in lieu of notice (PILON) – delete as required), where applicable and therefore your employment with <name of school> will end on (date).  You (are/are not - delete as required) required to work your notice. 

You have a right of appeal against the decision to terminate your employment. Should you wish to exercise this right you should do so by submitting your appeal in writing to <insert email address> within 5 calendar days of receipt of this letter. In doing so you are required to identify the grounds for your appeal.

Please raise any queries you may have about the content of this letter with your manager.

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626619]Letter 11 – Probation Appeal Acknowledgement
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to your appeal against the termination of your probationary employment, I can confirm that in accordance with the probationary process a review of the termination of your employment will be undertaken by <insert name/designation> on <insert date> and you will be formally notified of the outcome following this review. 

In accordance with the aforementioned process the outcome of the above review will be final, with no further right of appeal.

Yours sincerely

<Name>
Headteacher




[bookmark: _Toc233626620]Letter 12 – Probation Appeal Hearing Outcome
Private & Confidential
<Name>

<Address>
<Address>

Ref: 

<Date>

Dear <Addressee>

Further to your appeal against the termination of your probationary employment, which was considered at an Appeal Hearing on (date) I confirm that your appeal was not upheld. 

Having carefully considered all of the evidence presented at the Appeal Hearing I believe you have been given full opportunity to reach the required standards of performance and have failed to do so. I consider your probationary employment was correctly terminated by due notice in accordance with the Probation Policy and consequently I do not uphold your appeal. You remain dismissed in accordance with the letter of termination previously sent to you.

There is no further right of appeal.

Please raise any queries you may have about the content of this letter with your manager.


Yours sincerely

<Name>
Chair of Governors





[bookmark: _Toc233626621]Probation Hearing Procedure 

There may be occasions where an employee’s probation review meetings have not been satisfactory, and the decision is made to proceed to a probation hearing. One outcome of such a meeting may be dismissal. 

Employees may be accompanied by a workplace colleague or Trade Union Representative. 

1. Headteacher presents the management position in relation to the employee’s unsatisfactory performance, including all relevant documentation. 

2. Employee/representative has a chance to put questions to Headteacher. 

3. HR may put questions to the Headteacher. 

4. Employee/representative presents the employee’s responses. 

5. Headteacher puts questions to the employee/representative. 

6. HR may put questions to the employee/representative. 

7. Headteacher summarises the management position. 

8. Employee/representative summarises the employee’s position. 

9. All parties withdraw.


The Decision:
The Headteacher discusses the related evidence and any relevant policies, procedures and practices with the HR representative, who will advise on policy and procedure. 

The Headteacher makes the final decision on the outcome. 

Before making the final decision, the following questions should be considered:

· Has the appropriate support been put in place to help the employee meet the agreed targets/objectives set?

· Have the targets/objectives been SMART and achievable? 

· Have the requirements of the probation policy been properly complied with up to this point?

· Has sufficient regard been paid to any explanation put forward by or on behalf of the employee?

· Has regard been given to any mitigating circumstances put forward by or on behalf of the employee?

The Headteacher makes a written summary of the decision. All parties are recalled and the Headteacher reads out their decision. The decision is subsequently confirmed in writing and the employee informed of their right to appeal.




[bookmark: _Toc233626622]Probation Hearing Decision Record 

Name of Employee:

Job Title:    

Date of Hearing:         

Present:                       	

Name of Union 
/Employee Rep           


DECISION 

The purpose of this hearing was to seek and consider your explanation in respect of your unsatisfactory completion of your probationary period of employment. 

Having carefully considered all of the evidence presented at this hearing in respect of the identified performance concerns my decision in relation to this matter is as follows.

(Select Outcome 1, 2 or 3, below)

Outcome 1

I believe your (performance/conduct/timekeeping/ sickness absence/attendance - delete as appropriate) in your role meets the standards expected by <school name> at this stage in your employment. Your appointment will, therefore, be confirmed. 

Outcome 2

I believe that with some additional training/support and commitment on your part you may achieve the required standards of performance within the time frame permitted by the Probation Policy and therefore, in accordance with this policy, I authorise an extension to your probation period of (time period - up to 1 month). I will meet with you again, in a further hearing, at the end of the extension period to review your progress. If your progress has improved and you have achieved the standards of performance required you will be confirmed in post. If your progress is not acceptable and you continue to fall short of the standards expected the realistic outcome will be the termination of your probationary employment. I trust you will make the most of this opportunity.

Outcome 3

I believe you have been given full opportunity to reach the required standards of performance and have failed to do so. Your probationary employment will, therefore, be terminated by due notice. In line with the Probation Policy, you are issued with (one month’s paid notice/payment in lieu of notice (PILON) – delete as required) and therefore your employment with <school name> will end on (date).  

You (are/are not - delete as required) required to work your notice. 

You have a right of appeal against the decision to terminate your employment, the details of which will be provided in writing. Should you wish to exercise this right you should do so by submitting your appeal in writing to (Name/address) within 5 calendar days of receipt of this letter. In doing so you are required to identify the grounds for your appeal.


You will receive written confirmation of the outcome of this hearing.  


Signed: …………………………………………………………………  (Chair)


Date: ……………………………………………………………………





[bookmark: _Toc233626623]Managing Performance Concerns

As Headteacher, if you have any areas of concern, you should not wait until a probation review meeting to discuss these with the employee. 

You will be getting to know your new team member, so it is important to focus on building an honest and open relation; in order to do this, focus on giving them timely and open feedback about their performance in their role. All feedback should be constructive to help the employee feel supported and guided in the right direction. 

	Example of concern
	Example of recommended action

	Employee is making frequent mistakes and is not producing good quality work. 
	· Talk to the employee and explain your concerns. 

· Provide the employee with some specific examples of where they have made mistakes.

· Ask the employee if they were aware they had made the mistake. What in their view caused the mistakes to happen?

· Identify and provide additional training and support.

· Set clear expectations as to the required standards needed. Give examples of what ‘good’ performance looks like. 

· Set a timeframe to review again and ensure they know what to do in the event they have questions.

· You could consider providing a ‘buddy’ or allowing them to shadow a high performing colleague in the same role.
 

	Employee is not displaying the right attitude; for example, turning up late. 
	· Talk to the employee and clearly explain the concerns, 

· Ask the employee is there is anything preventing them from attending work on time.

· Is there any additional support required?

· Make clear the expectations required. 

· Set clear expectations and explain the consequences if they are not able to attend work on time.


	Employee is frequently absent and not regularly attending work. 
	· Talk to the employee to share your concerns.

· Use the guidance in the Sickness Absence Policy and Toolkit, ensuring that you conduct return to work meetings following every period of absence. 

· Seek HR advice if required.

· Where the employee reaches the Trigger points, invoke the formal Sickness Absence Procedure (ensure that you follow either the short term or long-term process as appropriate). 

· Discuss with the employee and consider whether there are any requirements for reasonable adjustments to be made to ensure they can perform in their role. Seek advice from Occupational Health if appropriate. 
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