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PERFORMANCE MANAGEMENT POLICY



This policy establishes the approach the Town Council will take to manage performance, providing a clear and consistent process for addressing any concerns in a fair, transparent and constructive manner
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1. Introduction

1.1. Seaford Town Council (the Council) recognises that delivering satisfactory services is dependent on the effective work performance of its officers.
1.2. Thus, the Council expects its officers to maintain satisfactory levels of job performance.
1.3. [bookmark: _Hlk216090875]To ensure this, the Council conducts a thorough recruitment process to build a team equipped with the skills and capabilities required to fulfil their responsibilities.
1.4. [bookmark: _Hlk216091686]The Council recognises that there may be instances where an officer’s performance falls below expected standards. To address this, the Council promotes effective and efficient service delivery by fostering job satisfaction, engagement and motivation. This policy is therefore designed to:
· Inform officers about required performance standards for their role
· Support officers in maintaining satisfactory performance by addressing any performance gaps
· Outline how the Council will support officers to enhance motivation and integration into their work
· Support managers in addressing unsatisfactory performance and in implementing effective performance management methods

2. Aim and Scope

2.1. [bookmark: _Hlk216093655]The purpose of this policy is to provide guidance on enhancing the Council’s operational effectiveness by improving the performance of its officers and managers while promoting their individual motivation to work.
2.2. To achieve this, the policy also addresses:
· Providing clarity and direction on how the Council will manage performance and capability-related issues
· Addressing any performance gap to maintain long-term satisfactory working efficiency
· Ensuring that all officers are aware of their roles and are accountable for complying with their responsibilities and tasks through performance monitoring
· Supporting officers in maximising their potential, realising their full capabilities, enhancing job satisfaction and professional fulfilment, and sustaining meaningful engagement with their work
· Identifying ways in which the performance of the officers can be improved to the benefit of the Council.
· Identifying performance objectives, targets and key performance indicators (KPIs) for the year, both individual and team level, if needed.

3. Who This Applies To

3.1. This policy shall apply to all officers of the Council, irrespective of their employment status, i.e., whether they are engaged on a full-time, part-time, temporary, casual, or permanent basis.
3.2. This policy does not apply to individuals who are not directly employed by the Council but are engaged to carry out work on its behalf, including (but not limited to) agency workers, consultants, contractors, or suppliers.
3.3. Any concerns relating to the performance or conduct of such individuals will be managed through their employing or representative organisation in accordance with the relevant contractual arrangements, rather than under this Performance Management Policy.
3.4. This policy does not apply to councillors. Concerns regarding the actions, activities or behaviours of a councillor are covered in the Member’s Code of Conduct. 
3.5. In the case of performance issues relating to the Town Clerk, the above will be undertaken by the Chair of Personnel and Chair of the Committee Chairs’ Management Group (CCMG), as the Town Clerk’s line management representatives. If HR support were felt required, the HR & OD Manager will make the arrangements for suitable and appropriate support.


4. Legal Framework

4.1. By adopting and applying this policy, the Council will promote equal opportunities for all and prevent discrimination on the grounds of age, disability, gender reassignment, marriage and civil partnership, pregnancy and maternity, race, religion or belief, sex, sexual orientation, in accordance with the Equality Act 2010.
4.2. Additionally, the Council is committed to support disabled individuals and those with long-term health conditions that affect their performance, in accordance with the Equality Act 2010. Therefore, the Council will endeavour to make reasonable workplace adjustments where required. Any agreed adjustments will be monitored as part of the performance management process to ensure appropriate support is identified and provided when addressing any performance-related matters involving an officer. 
4.3. The Council uses this approach to ensure that all officers have equal access to professional development and opportunities to discuss their support plans.

5. Defining Performance Management

5.1. Performance Management is an umbrella term for the entire set of policies and practices an organisation can utilise to ensure that those within the organisation attain their goals.
5.2. [bookmark: _Hlk216095164]In the context of this policy, performance management refers to how managers and individual staff members work together to ensure each officer performs to the best of their ability while upholding the Council's values and business standards.
5.3. The Council defines effective performance management as a structured and proactive process which includes, but not limited to, the following:
· Aligning individual and team performance with the Council’s strategic priorities, service objectives and available resources
· Identifying underperformance at an early stage and taking appropriate, proportionate action
· Undertaking timely, transparent and ongoing monitoring, evaluation and review of operational activity to support continuous improvement in service delivery

6. Performance Management in Relation to Capability 

6.1. The Council takes into consideration the distinction between performance and capability to apply the most appropriate procedures and actions (see Section 10) when managing officer’s performance.
6.2. Capability refers to an officer's ability to perform the work expected of them to the required standard. It may be evaluated by reference to an officer's skills, knowledge, abilities, aptitude, health, or any other physical or mental competence in relation to the job they are employed to perform. Therefore, it covers all matters related to performance and attendance. Please refer to the Capability Policy for more details.
6.3. On the other hand, Performance Management encompasses all aspects of work-related performance, excluding matters of capability. It does not, however, apply to issues of misconduct, which will be addressed in accordance with the Council's Disciplinary Policy or other relevant procedures.
6.4. Line managers are expected to remain vigilant for any signs of underperformance or potential capability gaps. Where possible, these issues should be identified and addressed proactively by the manager before the formal application of this policy.
6.5. If a manager is uncertain about which policy applies to the intended concern, any uncertainty must be raised with the HR & OD Manager for further consideration and clarification.

7. Performance Improvement Plan (PIP)

7.1. The Council aims to ensure that all officers are provided with the necessary support to perform their duties as expected. To achieve this, the Council adopts the use of PIPs for its officers.
7.2. A PIP refers to a framework designed to support and improve officer’s performance. Therefore, a PIP is created to address and remedy recurring performance issues.
7.3. In basic terms, the PIP states clear performance objectives, measurable targets, defined timescales, and references the officer’s job description besides any other relevant performance standards. The Council’s PIP addresses, but is not limited to, the following:
· The specific nature of the performance and/or capability issues 
· The required improvements and the actions the Council will take to support officers in achieving those improvements
· The support, training, advice, or reasonable adjustments that have been provided or will be made available to assist officers, and,
· The timescale for achieving the required improvement, which will be proportionate to the nature of officer’s role and allow sufficient time for improvement and completing further assessment. 
7.4. In the first instance, the timescale for improvement will normally be within 12 weeks depending on the complexity of the role or the nature of the performance issue/s. However, depending on the progress made, the line manager may agree with the officer to shorten or lengthen the duration of the PIP. 
7.5. When requested by officers, appropriate guidance, assistance and further clarification will be provided by the HR & OD Manager to help the officers to achieve their required level of performance and improvement.
7.6. Officers are expected to continue working towards the targets identified in the PIP with the support of their line manager.



8. Statement of the Council

8.1. The Council is committed to ensuring that all officers are given the opportunity to work to their full potential in an inclusive manner where all individuals are supported to achieve their best.
8.2. This policy aims to create a supportive working environment for all managers and officers, promoting performance, continuous improvement, and adaptability, while minimising inefficiencies in service delivery. 
8.3. The Council maintains a zero-tolerance approach to any form of discrimination and is committed to supporting and listening to its officers. Any instance of mistreatment by a manager or colleague related to an officer’s performance will be investigated and, where appropriate, addressed in accordance with the Council’s Disciplinary Policy.

9. Roles and Responsibilities

9.1. [bookmark: _Hlk216096945]The Council recognises that achieving the objectives of this policy (see Section 2) requires collaboration between managers and individual staff members. The following demonstrates the Council’s commitment to these principles:

· Line managers are responsible for ensuring that they:
· [bookmark: _Hlk216097126]Clearly define roles and responsibilities so that officers understand their duties and key responsibilities
· Have regular conversations with officers with  feedback provided, and any performance concerns are addressed straight away
· Work with officers to identify the underlying causes of poor performance and provide an achievable plan to address any performance gap
· Maintain confidentiality while following the Council’s performance management procedures
· Recognise officers' high performance and encourage a culture of continuous improvement
· Identify poor performance, discuss it, and take the necessary action to support improved work performance
· HR & OD Manager is responsible for ensuring that they:
· Provide support, advice, and guidance to managers on implementing the policy and in circumstances where the use of any performance management process is needed
· Ensure that all elements of the performance management process are accurately maintained, comply with relevant legislation, and are applied fairly and consistently across all officers
· Provide consistent support and training to address performance concerns
· Individual staff members will take steps to:
· Take full responsibility for understanding their duties under this policy and be proactive in developing the skills and capability required to meet work-related expectations
· Take personal responsibility for managing their workload, working schedule, and responsibilities, while maintaining consistency in their working hours
· Undertake their contractual responsibilities to achieve a satisfactory level of performance
· Seek clarification of any points not fully understood around the feedback they receive on performance and any expected actions they are asked to undertake to improve performance
· Take ownership of their own professional development and seek support where needed
· Engage in any training or support sessions that have been identified to help meet any gaps in performance
· Notify managers of any circumstances that may be impacting their performance negatively

10. Defining Underperformance 

10.1. The Council emphasises that officers must carry out their day-to-day work, as outlined in their job description, in a timely and professional manner.
10.2. In this context, the Council defines underperformance as:
· Incapability to understand what is expected of the officers in terms of their responsibilities
· Failure to complete and pass the compulsory trainings provided by the Council
· Failure to meet agreed performance targets or service delivery standards, despite appropriate support and guidance
· Repeated errors or poor quality of work that negatively impact the Council’s service delivery or compliance
· Failure to apply the required skills, knowledge, or competencies essential to the role, even after training or reasonable adjustments have been provided
· Ongoing difficulties in managing workload or prioritising tasks effectively, resulting in missed deadlines that affect team or organisational performance
· Repeated failure to follow adopted Council policies, procedures or instructions, relevant to the officer’s role, despite clarification and guidance provided
10.3. Where further support is required to address an officer’s underperformance, the Council may implement a PIP (see Section 7) prior to taking any formal action under this policy or the Capability Policy.

11. Identifying Poor Performance

11.1. The Council acknowledges that there might be some possible reasons for reduced performance in officers’ work.
11.2. Officers are required to raise any issues that may be negatively impacting their performance. In such cases, the officer’s line manager must provide support by discussing the concerns and identifying any appropriate support mechanisms that can be implemented.
11.3. [bookmark: _Hlk216100073]The possible reasons to indicate underperformance at the workplace include, but are not limited to:
· [bookmark: _Hlk216100217]Failure to comply with the Council's rules and procedures related to job requirements (e.g., irregular attendance, missing work meetings, or repeated absences)
· Insufficient training and development opportunities to support officers in meeting required standards
· Officers’ lack of experience, skills, knowledge or abilities necessary to perform in their role
· [bookmark: _Hlk216100533]Unexpected changes to an officer’s role or job title
· [bookmark: _Hlk216100557]Inadequate equipment or working conditions that restrict or limit working performance of the officer
· [bookmark: _Hlk216100590]Inadequate managerial support 
· [bookmark: _Hlk216100948][bookmark: _Hlk216100959]Uncertainty or ambiguity about an officer’s job description, individual responsibilities, or overloaded and unmanageable workload
· [bookmark: _Hlk216100971]Deliberate failure to follow reasonable management instructions and/or defiance of work-related directives
· [bookmark: _Hlk216100983]Experiencing or witnessing any harassment issue (see Sexual Harassment Policy)
· Life-altering occurrences such as menopause or bereavement (see Menopause Policy and Absence Management Policy)
· An extreme level of stress and continuous anxiety due to personal reasons
11.4. When poor performance arises from personal reasons, officers may be reluctant to disclose or discuss the issues involved. In such cases, regular brief meetings should be arranged to foster trust and open communication between officers and managers.

12. Performance Management Procedure

12.1. The Council recognises the importance of addressing performance issues promptly. Accordingly, guidance and support will be provided to ensure the effective and smooth running of Council business. 
12.2. Line managers are responsible for monitoring performance and providing guidance to support officers in overcoming any difficulties. The Council acknowledges that performance management may involve both informal and formal processes to achieve this.  

13. Informal Process

13.1. [bookmark: _Hlk216166691]In cases of minor unsatisfactory performance, the line manager will meet informally and confidentially with the individual staff member to discuss and resolve issues and concerns identified. 
13.2. [bookmark: _Hlk216166938]This meeting will be conducted between the line manager and the individual staff member only but may include the HR & OD Manager, where required.
13.3. The informal meeting should cover the following:
· Explaining the performance or capability concerns identified and ensuring that the officer clearly understands the issues raised
· Understanding the underlying reasons for performance concerns, and taking into account any specific issues (e.g., health concerns, domestic violence or sexual harassment in the workplace) 
· Reaffirming the standards, responsibilities, and expectations outlined in the officer’s job 
· [bookmark: _Hlk216081802]Considering whether any adjustments (e.g., additional training) are needed to enforce officer’s working performance
13.4. [bookmark: _Hlk216167528]Notify the officer of any forthcoming performance monitoring and review period. Informal meetings will be scheduled as in-person meetings, wherever possible. The line manager will inform the officer of all meeting details and provide confirmation by email.
13.5. [bookmark: _Hlk216167733]The line manager may request follow-up meetings to monitor the officer’s overall performance and ensure that the officer is supported in overcoming any difficulties experienced throughout the review process.
13.6. If the issue is deemed more serious than expected, or if informal discussions fail to deliver expected results, the line manager may proceed with a formal procedure.

14. Formal Process

14.1. In rare cases, formal performance management procedures will be applied when, despite all reasonable support, an officer’s performance continues to fall short of the Council’s required standards. 
14.2. [bookmark: _Hlk216168912]At any point during the formal process, individual staff members may raise concerns with their line manager if they feel their skills or abilities do not fully align with their role. In such cases, as with the informal process, the line manager will provide guidance and support to facilitate the individual staff member’s ongoing professional development. 
14.3. Additionally, where an individual staff member is unable to meet or maintain the standards set during the informal process, the Council will implement its formal three-stage performance management procedure, as outlined below:  
14.3.1. Stage 1: First written warning
· [bookmark: _Hlk216169194]The line manager or an appropriate alternative line manager will inform the individual staff member of the nature of the performance concern and will confirm it in writing.
· [bookmark: _Hlk216169719]The written warning will clearly outline the specific areas where the individual staff member’s performance continues to fall below the standards expected by their line manager
· [bookmark: _Hlk216169778]In certain cases, a first written warning may be issued immediately, even if no prior action has been taken under this policy, depending on the seriousness of the situation. 
· The written warning will include the following, but not limited to:
· [bookmark: _Hlk216169918]Explaining the concerns regarding the individual staff member’s work performance
· Referencing the previous informal meeting and the tasks that were not met or discussed during the informal stage
· Explaining the expected performance standards
· Identifying possible outcomes and consequences of failing to meet the expectations outlined in the written warning
· If the individual staff member meets the requirements set out in the first written warning, their line manager, or the alternative line manager may decide that no further action is necessary. However, if the required standards are not met, the next stage of the formal process will commence.
· The Stage 1 warning will remain in effect for a period of six (6) months to allow for monitoring and assessment of progress.
14.3.2. Stage 2: Second Written Warning
· [bookmark: _Hlk216170585][bookmark: _Hlk216170716][bookmark: _Hlk216170426]This stage of the process will involve the Deputy Town Clerk, who will notify the individual staff member about a Support Plan, designed to support and improve the officer’s performance in line with the Council’s objectives and required standards. The support plan will be confirmed in writing, managed by the line manager, and overseen by the Deputy Town Clerk.
· [bookmark: _Hlk215655765]The support plan will address the areas of concern identified in the warning and will provide clear guidance and support to help the officer improve their performance, with a focus on measurable indicators aimed at achieving and sustaining acceptable standards of work.
· [bookmark: _Hlk216170965] The support plan will be agreed upon through mutual understanding between the individual staff member and the line manager, and will include:
· [bookmark: _Hlk215656062]Timescale to identify specific deadlines for achieving individual milestones
· Targets to define the tasks, responsibilities or improvements needed
· Feedback will be provided by the appointed line manager or the Deputy Town Clerk to evidence, monitor and assess the extent of the officer’s performance improvement
· [bookmark: _Hlk216171158]The stage 2 warning will remain valid for a period of twelve (12) months to monitor its progress.
· [bookmark: _Hlk216171233]If the individual staff member successfully meets the requirements of the support plan, the Deputy Town Clerk may decide that no further action is necessary. However, if the required standards are not met within three (3) months, or if any unacceptable performance results from deliberate neglect rather than a lack of skills or training, the matter will proceed to a performance management hearing.
· NB. In the event of performance issues relating to the Deputy Town Clerk, the steps above will be undertaken by the Town Clerk 
14.3.3. Stage 3: Performance Management Hearing
· [bookmark: _Hlk216171422]The individual staff member will be given no less than five (5) days’ written notice of the hearing by the Deputy Town Clerk, specifying its date, time and location.
· Once it is agreed that a performance management hearing is the best route, the individual staff member will be invited to a formal performance management hearing to consider the concerns identified by the line manager and the Deputy Town Clerk, including any areas of performance that continue to fall below the required standard. 
· At the hearing, the individual staff member will be given the opportunity to respond to the concerns raised about their performance and to make representations regarding the issues identified. 
· [bookmark: _Hlk216171795]The hearing will be conducted by the Deputy Town Clerk, with assistance from the HR & OD Manager.
· One of the possible outcomes of this hearing may be dismissal.
· [bookmark: _Hlk216172155]The individual staff member may appeal against any decision taken under this procedure. The appeal should be submitted in writing to the Town Clerk, stating the officer’s full grounds of appeal within five (5) days of the decision being communicated. The Town Clerk will then assess whether to consider the appeal, or whether to request the appeal is considered by the Appeals Committee, where appropriate.  In either circumstance the outcome of the appeal will be communicated to the officer in writing within ten (10) days (where this is not practicable, this will be communicated to the officer), including a clear explanation of the grounds on which the decision was reached.
· NB. In the event of performance issues relating to the Deputy Town Clerk, the steps above will be undertaken by the Town Clerk, with any subsequent appeal being considered by the Appeals Committee.





15. Failure to Comply with the Policy

15.1. All managers and officers are required to comply with this Performance Management Policy to ensure that the Council effectively manages performance in pursuit of its responsibilities and strategic objectives.
15.2. Any officer who fails to adhere to the required procedures, misuses their position, or abuses their work responsibilities, may be subject to a full investigation. Depending on the seriousness of the breach, this may result in formal action under the Council’s Disciplinary Policy or other relevant conduct procedures.

16. Evaluation and Review 

16.1. The Council will store all records and documentation related to the performance management process, including both informal and formal processes, as required.
16.2. All concerns regarding officers’ performance will be recorded and securely stored in the Council’s database, in compliance with the Council’s Data Protection Policy.
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