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1 Introduction

The North West University (NWU) recognises that a supportive and developmental probation process is vital
in providing the appropriate level of support and training for new staff members on commencement of their
employment.

The guidelines have been developed to assist managers in the management of probation for all new
employees and should be read in conjunction with the conditions of services.

2 Objective
A formal probation procedure helps to ensure that;

> the probation process is undertaken for all new employees and is applied in a fair and consistent
manner.

> the University is provided with an opportunity to assess the performance, conduct and attendance of
each new employee in a fair and consistent manner;

> employees are given the support, encouragement, training and guidance they need,;

> both managers and employees understand the purpose of probation and what is expected of them.

3 Length of Probation

3.1 The probation period for all newly appointed permanent employees in accordance with conditions of
employment shall be;

a) three months or 6 months for support staff,
b) 1 year for academic staff; or
c) As stipulated in conditions of employment.

3.2  After completion of the probationary period, the manager may confirm permanent appointment, or
extend the probationary period according to conditions set by the manager, or terminate the
appointment with written notice following the procedures as prescribed in these guidelines and the
labour relations acts.

3.3 Any proposed extension to these probationary periods, either before or during the probationary period
itself should be discussed with the Human Capital Practitioner, and should be in line with the guidance
provided in Section 8 of these guidelines on Extending the probationary period.

4 Purpose of Probation

The purpose of probation is to establish whether or not the newly appointed employee’s performance is of an
acceptable standard before permanently employing the employee. Thus the purpose of probation is to give
the manager an opportunity to evaluate an employee's performance before confirming an appointment.

Probation should not be used for other purposes, for example, to deprive employees of the status of
permanent employment.
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5 Roles and Responsibilities

5.1 Line manager/management of probationary employee

52

511

512

513

514

The line manager shall, during the probation period, ensure that a probationary employee is
provided with a job description, adequate evaluation, instruction, training, guidance and
counselling in order to enable such employee to perform on the required standard.

A probationary employee’s work performance shall be appraised by his/her line manager in
terms of the Performance Management System during the probation period.

The probationary employee shall have the opportunity to receive feedback in writing on
his/her performance.

Proper record shall be kept by the line manager regarding the performance of the
probationary employee.

Authority for Confirmation of Appointment

521

52.2

The immediate line manager has the authority to consider the confirmation of permanency of
employees on probation, which will be based on progress reports.

The line manager will consider whether the employee meets the required standard of the job
in which he/she was appointed as reflected in the job description.

6 Procedure

6.1

Initial Meeting

At the initial meeting the manager should;

6.1.1 Clarify the duties and responsibilities of the new employee in line with their terms and conditions of
employment and their job description (providing them with a copy). The meeting should include;

6.1.2

6.1.3

6.1.4

6.1.5

V V.V V V V V V VY

key aspects of the role

policies and procedures that must be followed

deadlines which need to be adhered to

relationships with other employees within the team, school/division, NWU
working hours — including any flexi time arrangements/processes
working environment

health and safety

security arrangements

training and development needs, including mentoring opportunities

Identify and put in place objectives which will be statements of what should be achieved during the

probationary period. These should be explained, regarding how they will be monitored and measured,

the timescales and what support will be given in order to achieve them. A performance agreement
signed by both parties should be completed.

Using the Personal Development Plan (PDP) template, identify and put in place ways to address any

training and development requirements.

Explain fully the probation procedures to be followed.

Agree on dates for further review meetings, including formal review meetings.
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6.1.6

6.2

6.2.1

6.2.2

6.2.3

6.2.5

6.2.6

6.2.7

6.3

6.3.1

Managers should be sensitive to issues of equality and diversity and adapt their approach accordingly
e.g. where an employee’s first language is not English, the manager should read the probation
requirements to the employee and ensure that he/she has a clear understanding.

Probation Review Procedure

A Probation Review Form is provided for this purpose and must be signed by the employee and
his/her line manager at the initial meeting and each subsequent review point to provide a formal record
of the probationary period.

Throughout the probation period an employee’s performance and competence should be subject to
assessment by their manager within a supportive and developmental context.

Regular and informal one-to-one meetings should be held to review performance and to ensure that
new employees are kept informed of their progress against the required standards; to advise them of
any concerns and how these can be addressed; and to ensure employees are able to raise any
guestions they may have about their work performance or training requirements.
6.2.4 In addition to informal one to one meetings, formal, documented probation reviews are to be
carried out as follows;

a) 3 Month probation period reviews conducted month 1, 2 and month 3
b) 6 month probation period reviews during month 1, month 3 and month 6
C) 1 Year probation period reviews every quarter (every three months)

Human Capital will send reminders of formal review dates to schools/divisions and it is the
responsibility of the manager to carry these out in a timely fashion.

The purpose of the formal review meetings is to formally assess and document the standards of work
performance, conduct and attendance of the employee against the targets set at the initial meeting
and to identify any further support, training or guidance which is required.

Formal reviews should be set up in advance so that both parties have time to prepare for the meeting.

Review Meetings

As part of the formal review meeting managers should;

> praise good performance and achievements made so far

> discuss the employee’s performance against the requirements of the position identified in the
job description

> discuss the employee’s performance against any objectives (KPAs) and targets set at the
initial meeting

> review time keeping and attendance, including sickness absence

> review training requirements and agree any further development needs

> identify any areas of performance, conduct, attendance that need improving — identifying the

standards required and how this can be achieved
provide support and guidance
be sensitive to issues of equality and diversity, seeking guidance as appropriate.

set date for next review meeting

YV V V V

document the details of the review meeting on the probation form.
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6.4 Probation Form

6.4.1 It is a manager's responsibility to ensure that a written record is kept of the initial meeting and
subsequent formal review meetings. The Probation Review Form_should be completed to record
details of each meeting.

6.4.2 The form should be completed by the manager and signed by both parties (i.e. the manager and the
employee) to confirm the discussion that has taken place.

6.4.3 The original signed form should be kept by the line manager and a copy given to the employee.

7 Confirmation of Appointment

7.1 Employment may be confirmed if the employee is deemed suitable for the position after a period of
probation is undertaken.

7.2 The line manager should complete the final section of the Probation Review Form (signed by the
employee and his/her manager) to indicate that the employee’s appointment should be confirmed or
not.

7.3 The line manager will recommend to the appropriate authority (generally the Director of School/
Director of Unit/ Division) who shall consider the confirmation of permanency of the employee on
probation. This will be based on progress reports from the line manager.

7.4 If the appropriate authority under 7.3 above is satisfied that a probationary employee meets the
required performance standard, a recommendation will be made to Human Capital recommending the
confirmation of permanent employment.

7.5 Line manager submits the completed Probation Review Forms to Human Capital: Operations who in
turn will issue the Letter of Confirmation of Permanent Employment.

8 Difficulties during Probation

8.1 Managers should discuss with their new employees, any difficulties which arise during the probation
period at the time when they occur, rather than leaving them until the formal review meetings.

8.2  Where difficulties arise the manager should meet with the employee, informally in the first instance to:

> clarify what the difficulties are in detail — specifying where and how their performance, conduct
and/or attendance are falling below what is acceptable.

> where possible provide evidence/examples of the problem/issues to be discussed

> allow the member of staff an opportunity to raise and respond to any concerns

> discuss the action required by the member of staff to address the problem - set targets specifying
in detail what standards of performance, conduct and/or attendance are required to reach an
acceptable level

> identify any training needs which may need to be met in order for him/her to achieve the targets

> set dates when the target should be met

> monitor the employee’s performance/conduct/attendance and review them at the time of the target
dates

> explain what the consequences may be if the standards/targets are not met — that it may be
necessary to discuss the matter at a formal meeting and that ultimately it could result in the
employee not being confirmed in their post.

> discuss any actions required by the manager and agree timescales for completing these, where
there is an issue of concern to the employee.
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8.3

8.4

8.5

8.6

8.7

8.8

8.9

8.10

8.11

The manager should use the Probation Review Form to keep a record of the details referred to in the
meeting and ensure that this is signed by both parties (i.e. the line manager and the employee).

If an employee’s performance/conduct/attendance does not improve following the initial meeting,
within a reasonable and realistic timescale, it may be necessary to discuss the matter at a more formal

meeting.

Where a formal meeting is to be arranged to discuss difficulties during probation, advice should be
sought from the Human Capital Practitioner, who may also be present at the meeting.

The employee should be invited in writing to attend the meeting, giving them appropriate notice. The
letter should state the reasons why they have fallen short of the required standards and they should
be provided with evidence of this, where available, prior to the meeting.

The employee will have a right to be accompanied at the meeting by a work colleague or union
representative and should be notified of this in the invite letter.

At the formal meeting the steps set out in the above informal process should be repeated. Following
the meeting, the employee should be given an opportunity to improve their performance and be
advised that should they not improve and reach the required standards of
performance/conduct/attendance by the time of the final review meeting, they may not be confirmed in
post, and could therefore have their employment with the University terminated.

The manager should confirm in a letter to the employee the details and actions of the meeting,
sending a copy to the Human Capital: Operations for retention on the employee’s personal file. Advice
on letters to confirm actions taken under the formal procedure should be sought from the HC
Practitioner.

The above steps should continue to be followed and monitored during further formal meetings and
during the formal review meeting process. Where an employee has not reached the required
standards of performance/conduct/attendance during their probation, despite efforts to address this,
then the procedure described in the section on where possible provide evidence/examples of the
problem/issues to be discussed

> allow the member of staff an opportunity to raise and respond to any concerns
discuss the action required by the member of staff to address the problem - set targets

specifying in detail what standards of performance, conduct and/or attendance are required to
reach an acceptable level

> identify any training needs which may need to be met in order for him/her to achieve the targets

set dates when the target should be met

> monitor the employee’s performance/conduct/attendance and review them at the time of the
target dates

> explain what the consequences may be if the standards/targets are not met — that it may be
necessary to discuss the matter at a formal meeting and that ultimately it could result in the
employee not being confirmed in their post.

> discuss any actions required by the manager and agree timescales for completing these, where
there is an issue of concern to the employee.

Y

The above steps should continue to be followed and monitored during further formal meetings and
during the formal review meeting process. Where an employee has not reached the required
standards of performance/conduct/attendance during their probation, despite efforts to address this,
then the procedure described in section 10 on Non Confirmation of Appointment should be followed
and explained to the employee in advance of their final review meeting.
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9 Extending the Probationary Period

9.1

9.2

9.3

9.4

9.5

9.6

10

10.1

10.2

10.3

10.4

Extension of the probation period will only be considered in special circumstances and is subject to the
approval of the Executive Dean/Director or next in line superior. Any request to extend probation
should be submitted early in the last month of probation to ensure that a decision is reached prior to
the probation end date.

If the employee does not meet the required standards the line manager must recommend appropriate
measures to ensure that the employee receives the necessary counselling and/or training.

The probation period may be extended for a further period during which period these measures are
affected and the line manager and immediate superior shall meet again and make recommendations
to the Human Capital division.

Where the probation period is extended, the following must be discussed between the line manager
and the employee;

reasons for the extension
length of the extension period

any assistance/guidance/training to be given during the extension

YV V VYV V

any areas of improvement that are required and how these will be monitored (where these arise
the guidance in the section on Difficulties During Probation should be followed)

> explain the consequences should they not reach the required standards by the time of the final
review meeting - that they may not be confirmed in post, and could therefore have their
employment with the University terminated.

If performance is deemed to be satisfactory then a final copy of the Probation Review Form should be
completed, signed by both parties. The confirmation of appointment should be recommended by the
line manager and sent to Human Capital Operations.

Where an employee has not reached the required standards of performance/conduct/attendance
during their probation, despite efforts to address this, then the procedure described in the section on
Non confirmation of Appointment should be followed and explained to the employee in advance of
their final review meeting.

Non-confirmation of Appointment

If the employee still does not meet the required standard, the Executive Dean/Director or immediate
superior may recommend dismissal of the employee. This recommendation, including all relevant
documentation will be forwarded by the line manager to the Human Capital: Practitioner.

Should an employee’s permanent employment not be confirmed after the stipulated or extended
probationary period, this will be deemed to be termination of service with written notice in accordance
to the Labour ACT.

Any decision reached should be confirmed in a letter to the employee by the Human Capital.
Where a decision is taken to terminate an employee’s employment, the letter to the employee should

state the reasons for the dismissal, their final date of employment and notice/pay in lieu arrangements.
They should further be advised of their right to appeal.
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11 Right to Appeal

111

11.2

11.3

Where an employee’s employment has been terminated during their probation period they have a right
to appeal against the decision to dismiss them from the University. Existing appeal panel mechanisms
will be followed. See the Behavioural Manual (Grievance Procedures) for details.

In order to appeal the employee should write to the Executive Director: Human Capital stating the
reason for their appeal within 10 days of receipt of the confirmation of the decision in writing.

The decision taken at the appeal hearing will be final.

12 Communication

121

12.2

12.3

If the line manager is satisfied that a probationary employee meets the required performance
standard, a recommendation will be made to Human Capital: Operations recommending the
confirmation of permanent employment.

If the Executive Dean/Director is satisfied that a probationary employee does not meet the required
performance standard, the Executive Dean/Director will give instruction to the line manager to counsel
the affected employee.

In the case of a probationary employee not meeting the required performance standard, the line
manager shall counsel such employee.

12.3.1 The aim of such counselling shall be to assist the employee to improve his/her work
performance in order to meet the required standard as well as to ensure that the employee
understands what the standard entails.

12.3.2 A written record of such counselling shall be kept by the manager.

12.3.3 The reasons for the unsatisfactory work performance shall be sought during the counselling
process and, in the light of the reasons, ways will be considered to remedy the problem.
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13 The Management of Probation

The purpose of the probationary period
must be to determine the suitability of
the employee for continued
employment.

Important points to remember:

1. The probation period must be
reasonable, given the nature of the
position.

2. Probation can be extended if the
employee is uncertain as to the
suitability of the employee.

3. Probation does not give an
automatic right to terminate.

4. Suitability may relate to other
issues, such as inability to work with
colleagues, acts of misconduct etc.
(Misconduct).

5. The onus on the employer when
dismissing an employee for
incapacity during probation is
slightly less than after probation.

6. If the employer believes that the
employment should be terminated
at the end of probation, an enquiry
must be convened.

7. An employer does not have to wait
till completion of the probation
period before convening an
incapacity enquiry.

8. Once the employment is confirmed
subsequent to probation, the
employer is confirming that the
employment meets all the standards
required.

9. Termination of the employee for
poor work performance at the end
of probation, without following the
procedure set out, will result in the
dismissal being unfair (procedurally,
and possibly substantively).

10. The process is a basic guideline.

INITIAL
MEETING
WEEK 2
Counselling
Session

Informal Session

Manager to meet with employee and set out the standards and
assessment criteria that will be used to assess performance.

. Record meeting on Probation Review form (initial meeting)

. Set appraisal objectives, programme of induction (Refer to
Induction Guidelines) and training.

. Complete and sign Performance Agreement and Personal
Development Plan (PDP)

. Follow up probation review meetings to be held monthly in

the case of support staff and quarterly for academics

FIRST REVIEW
WEEK 6/MONTH
1
Counselling
Session

Informal Session

If performance is satisfactory, record and confirm in writing using the
Probation Review Form (First Review)

If performance is not satisfactory:

- Problem areas (new or same as previously discussed)
- Attempt to identify weak points

- Provide guidance, counselling, training and assistance
- Give Opportunity to improve

- Set specific measures and criteria for improvement.

- Establish training and support measures.

- Set timescales for improvement.

- Involve Human Capital Practitioner

SECOND
REVIEW
WEEK 8/MONTH
2
Counselling
Session

Informal Session

If performance is satisfactory, record and confirm in writing using
the Probation Review Form (Second Review)

It performance is not satisfactory:

e  Set specific measures and criteria for improvement.

. Establish training and support measures.

e  Settimescales for improvement.

e  Give written warning that failure to improve may lead to
dismissal

e  Formal and written feedback is provided to the employee.

e  Repeat reviews per quarter for academics

FINAL REVIEW
MONTH 3
(support) MONTH
12 (academic)
Counselling
Session

Informal Session

In Week 1 of the final month a formal probation review is
undertaken.

Recommendation to confirm or extend probation is made in
accordance with these guidelines.

It performance is not satisfactory:

e  Extend probation period

e  Set specific measures and criteria for improvement.

. Establish training and support measures.

e  Settimescales for improvement.

. Give written warning that failure to improve may lead to
dismissal

. Formal and written feedback is provided to the emplovee.

INCAPACITY
ENQUIRY

If the employer believes that the employment should be terminated
convene Enquiry: Notice, period, rights, etc — allow opportunity to
state case.

Has the employee’s employment been:
= Assessed and evaluated? Instructed?

. Trained (where appropriate)?

= Guided and /or counselled?

. Has the employee been advised of the standards of
performance and the areas of incompetence?

. Is it appropriate to extend probation?

. Is dismissal appropriate?

L] If dismissal appropriate — dismiss on grounds of
incapacity, with notice.
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14 Roles and Responsibilities

14.1 Immediate Line Manager/Supervisor

The immediate line manager is responsible for:

Facilitating the performance management process in accordance with these procedures and the
Performance Management Guidelines.

Ensuring that the provisions of the Probations Policy are applied to all employees who are on
probation in their area.

Ensuring that unsatisfactory performance is promptly identified and communicated to the employee.
Recommending the confirmation or termination of employment to the appropriate delegated authority
at two weeks prior to the end of probation.

14.2 Human Capital

Ensuring local procedures and administrative practices are consistent with the probation policy and
procedures. (HC: Client Services)

Ensuring that the staff personnel files and HR Information records are updated to reflect either
confirmation or termination of employment. (HC: Operations)

Providing immediate supervisors with a monthly report of impending probation end dates. (HC:
Operations)

Providing advisory services to the line manager. (HC: Client Services/HC Practitioners)

14.3 Human Capital Development

Human Capital Development is responsible for the development and continuous improvement of these
guidelines.

Ensure the communication and training of these guidelines.

14.4 Employees

Employees are expected to:

YV V VYV V

Understand their role in achieving the School/Division or University's objectives.

Share responsibility for the development of their performance and development plan.

Actively participate in probation review discussions regarding induction, performance and development
goals and outcomes relevant to the objectives of their work area and the University.

RELATED DOCUMENTS AND FORMS

NWU Conditions of Employment
Probation Review Form
Performance Management Policy
Induction and Orientation Guidelines

Original details: Helen Mogorosi(16109007) SHARE/NWU home/ Human Capital Documentation/HC Development/Probation/Probation_e_G_HC255

4 June 2013

File reference: HC255 (3Pr-3.2.1.3)
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