
PEOPLE PERFORMANCE MANAGEMENT 
TOOLKIT



 NHS Employers and the National Skills Academy for Social Care at Skills for Care would like to give special thanks 
to the reference groups of employers, employees and managers and the many other contributors from across  

health and social care involved in the development of this toolkit.

ABOUT THIS TOOLKIT

We have used the Advisory, Conciliation and Arbitration Service (ACAS) guidance as a reference in the preparation of this resource. ACAS provides free and 
impartial information and advice to employers and employees on all aspects of workplace relations and employment law. For more information visit ACAS website.

People performance management (PPM) matters and how well 
we do it has a huge impact on the quality of care that people who 
use our services receive. 

This toolkit for line managers in health and social care aims 
to encourage and enable good PPM in practice.  Use the left 
and right arrows on each page to work through the seven main 
sections, or go straight to the section you need using the icons 
at the top and bottom of each page. 

The toolkit and the supporting scenarios are a guide for 
managers on PPM. They do not replace organisational policies 
and procedures where they exist and should be treated 
as an additional resource. Where organisational policies 
and procedures conflict with the content of the toolkit, the 
organisational policies and procedures take precedence. 

The information contained in the toolkit is for general guidance 
purposes only. It should not be relied upon as a substitute for 
advice on specific facts or matters and we recommend that 
you contact your usual HR contact or employment law adviser 
for detailed advice on the facts of the case. We assume no 
responsibility for the contents of linked websites and we have no 
control over the availability of the linked pages.

The principles of PPM in any care setting are the same, but the 
context may differ. This resource is intended for your organisation 
regardless of whether it is small or large, and whether it is 
commercial, voluntary sector, local authority or NHS. 

HELPFUL 
HINT
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This toolkit is interactive. Use the icons at the top of each page to navigate and hover over sections in the toolkit to reveal more information.

https://www.acas.org.uk/
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WHAT IS GOOD PEOPLE 
PERFORMANCE MANAGEMENT?

How you lead and manage your employees from the moment they join your 
team can make a big difference to them and to the people they are providing 
with care and support.

The essentials
People performance management (PPM) is important and how well we  
do it has a big impact on the quality of care that people who use our services 
receive. 

As a line manager you are responsible for leading and managing an individual 
or team of people and the quality of the service they deliver. The way you recruit, 
supervise and develop your employees will make a difference to how they feel 
about their job and their ability to work to the right standard. 

Your leadership will also set the tone and help to create conditions for a positive 
workplace culture that is focused on delivering high-quality care. Good leaders 
create a positive environment for employees so that they feel engaged and are 
focused on caring for others.



Find out more about:

Get it right from the start
Every time you discuss work with your employee you are managing their performance, so 
people performance management is really just one long conversation that starts on day 
one of employment and continues until the employee leaves your team. 

People work best in an environment that encourages openness and honesty in a positive, 
constructive and professional way. They also work well when communications are two-
way, involving a balance of feedback and active listening from both manager and employee. 

The performance management conversation begins when you decide on the duties 
and responsibilities of a job and then continues through each step in an employee’s 
journey (hover over the helpful hints below for more information):

HELPFUL HINT
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Investing your time in managing the performance of your employees is essential to ensure that your team, service and organisation are all delivering excellent services. 

As a manager you are responsible for knowing if your team members are performing well. That means that they are conducting themselves in a way that is guided 
by the values important to your organisation and to the health and social care sector - promoting the health, wellbeing and independence of people they support with 
compassion, respect and dignity.

Research from Skills for Care suggests that the benefits of a valued, supported, and engaged workforce leads to job satisfaction and higher quality of care.                
The Workforce Productivity and Quality Model can also be useful for quality improvement and supporting health and wellbeing in social care teams.

THE IMPORTANCE OF PEOPLE 
PERFORMANCE MANAGEMENT

People performance management (PPM) brings positive benefits to you as a manager, to your employees, and your organisation.  People using your 
service also gain through the safe, high-quality of care they receive as a result of good performance and the open and honest environment that good 

PPM creates. See the checklist on ‘considering the benefits of PPM’.

https://www.skillsforcare.org.uk/Leadership-management/managing-people/Productivity/Workforce-productivity-and-quality-model.aspx
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People performance management (PPM) is a term used to describe all the 
processes and techniques that ensure employees are working to the best of 
their ability and putting the values of your organisation into practice. It may 
seem daunting when described this way, but as a manager you do it every 
day.

DOING PEOPLE PERFORMANCE 
MANAGEMENT WELL

“When it is done well, performance management is not an administrative burden, 
but an essential tool that helps employees deliver care well to standards set by 
their employers for the benefit of patients and service users.”
Professional Standards Authority for Health and Social Care

 what the service is trying to achieve

 their role in helping the service achieve its goals

 the skills and competencies they need to fulfil their role

 the standards of performance required

  how they can develop their performance and contribute to development of the 
organisation

 how they are doing

  when there are performance problems and what to do about them.

 (Source: ACAS) 

Managing performance is a continuous process which involves making sure that the performance of employees contributes to the goals of their teams and the 
organisation. Excellent performance management helps everyone in the organisation to know:
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People performance management is done well when you:  

 clearly set out what is expected of an employee in their role and what the   
 employee can expect from you as their manager

  have regular open and honest two-way conversations about performance and 
assess the performance of employees consistently, equitably and fairly 

   provide employees with feedback on how they are performing constructively 
and with respect

  discuss and provide employees with appropriate learning 
and development (and any other tools and support) they need 
to do their job and to realise their full potential

 

  lead a positive workplace culture by example and role model 
the right values and behaviours 

 have performance management processes in place that are well   
 communicated and effective (including key supporting processes 
 such as induction, supervision, appraisal, etc)

   have the right mechanisms, training, knowledge and confidence 
for managing all types of performance

   have employees that understand the purpose of their role 
and take responsibility for their performance at work.

Indicators of how well 
your people performance 
management activities are 
going might be reflected in 
things like:HELPFUL 

HINTS

 what people who use your service say about their experience 

what your employees think about their workplace culture and whether they feel motivated, supported 
and responsible for their performance

whether your employees stay or leave your team and the sickness absence levels

 feedback from your line manager on how well you and your team are meeting goals.
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KEEPING CONVERSATIONS 
OPEN AND HONEST

People performance management conversations involve observing and 
assessing how well your employee is reflecting the required standards of 
performance in their work. Your assessments of people performance will 
help identify and nurture exceptionally talented employees and highlight 
consistently good performance. They might equally involve taking action to 
ensure that an employee who is not performing well is made fully aware 
of where their performance is not meeting the required standard and given 
encouragement and support to improve. Should this not prove successful 
it could lead to the employee not continuing in the role. This may include 
dismissing employees in cases where your procedures have been followed     
and exhausted.

It takes courage and confidence to communicate openly and honestly; to 
take steps to hold conversations about someone’s performance and receive 
feedback about your own performance; to make improvements to existing 
ways of working; and to create and maintain the right culture of care. This is 
especially so when there is not yet an open and honest culture of performance 
management within your team, or helpful structures established within your 
organisation that can enable such conversations to take place. 

Open and honest two-way conversations can:

  help to keep employees well, motivated, feeling valued and 
empowered to achieve their full potential

  encourage employees to speak up about issues that affect their 
performance at work

  encourage managers to seek feedback about their management style 
and behaviour, so they become better at supporting employees and 
teams

  help managers to address issues before they present risks or bigger 
challenges

  foster a confidential and safe environment for sharing honest and 
constructive feedback 

  work best when they are based on fact rather than emotion and are 
conducted in a sensitive and constructive way.
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 believe in your own values as a leader 

 have courage to take the lead 

  have integrity in making fair and consistent assessments 
of employees’ performance

  lead a positive workplace culture by role modelling 
the right values and behaviours 

  seek support when you need it from your line manager 
or from other sources including informally through networking with 
peers 

  take responsibility for your own development ensuring 
you are equipped to practice good PPM and to 
talk about performance with employees.  

The key here is to draw on the values of good leadership and embed them in all you do, whether you have a formal leadership role or not. For example it may be 
important to:

Many people working in health and social care know in theory (or from their own 
experience) that good leadership is fundamental to good quality care, but find it difficult in 
practice to articulate what it means, either for themselves or their organisation.

The behaviours described within the Leadership Qualities Framework (LQF) for Adult 
Social Care represent the core leadership skills required by people at all levels within all 
organisations across the sector.

The LQF shares common links with the Healthcare Leadership Model, which is a tool 
to help those who work in health to become better leaders. Both are useful tools for 
developing yourself as a leader, whether you have formal leadership responsibilities or not.

“Great leaders set the tone” Simon Sinek, leadership expert 

https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Developing-leaders-and-managers/Leadership-Qualities-Framework.aspx#:~:text=The%20Leadership%20Qualities%20Framework%20(LQF,for%20themselves%20or%20their%20organisations. 
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Developing-leaders-and-managers/Leadership-Qualities-Framework.aspx#:~:text=The%20Leadership%20Qualities%20Framework%20(LQF,for%20themselves%20or%20their%20organisations. 
https://www.leadershipacademy.nhs.uk/resources/healthcare-leadership-model/ 
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MAKING TIME FOR 
PEOPLE PERFORMANCE MANAGEMENT

Line managers’ job descriptions may differ from role to role and from organisation to organisation but a fundamental responsibility of any people manager is making time for people 
performance management. 

Managing performance is not an ‘add on’ to your other responsibilities - it is an essential part of your role. Your own line manager should help you to ensure you have the time to 
devote to people performance management.  

Taking time to recruit, induct, train, supervise, appraise and give feedback on performance as the need arises will help to ensure that your employees are equipped, motivated, 
engaged and know what is expected of them. Prioritising PPM also helps to reinforce people’s sense of its importance and that their contribution is valued. 

 Show to your employees that you prioritise 
performance management, for instance do 
everything possible to keep appointments 

with employees and not be tempted to 
cancel or postpone.

Regularly engage in conversation with 
employees as appropriate – to talk and to 

listen. 

Make sure you are approachable 
and that it is clear to staff that you are 

also happy to make time to listen outside 
of formal meetings  should an urgent 

need arise ahead of the next scheduled 
‘appointment’.

Manage with fairness: do not discriminate 
against employees in the way, or how frequently, 

you manage their performance including 
because of their age, race,  

sex, gender reassignment, disability, religion 
or belief, sexual orientation, marriage and civil 

partnership or pregnancy and maternity.

HELPFUL HINTS
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IF YOU HAVEN’T BEEN ABLE 
TO ‘GET IT RIGHT’ FROM THE START

The open and honest conversation with employees about performance can start at any time but the sooner the better. You are key to initiating 
and facilitating open communication about performance with your employees. 

  Start on the journey of PPM, including 
planning and introducing any new ways of 
working, together. 

 Ensure that you are clear about what   
 they need from you to do their job,    
 including any reasonable adjustments.

 Agree that you will work together to   
 improve or maintain good performance.

 Deliver on things you say you will do.

  Maintain the momentum of the 
conversation – keep it going!

 Think more deeply about ‘where to start’.

  Reflect about what you are doing now to manage the performance of 
employees.

  Where possible, source relevant training in PPM for yourself and any of your 
employees with management responsibilities.

  Become familiar with organisational policies and procedures (where these 
exist) or refer to othersources of information and advice, such as ACAS.

  Consider what good PPM looks like and envisage what you will do differently 
in the future.

  Seek engagement from employees about PPM, what it is, why it is important    
and its impact on care.

  Encourage feedback from employees about PPM (including any concerns) 
and talk them through.

  

HELPFUL RESOURCES
 Time management hub              
(Skills for Care) 

Time management: practical 
approaches to protect your time 
(Skills for Care) 

Time management: taking 
control of your time action plan             
(Skills for Care) 

Time management: My time 
management self-assessment 
(Skills for Care)

Time management: Practical 
ways to protect your time                    
(Skills for Care) 

https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace
http://www.acas.org.uk/index.aspx?articleid=1461
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-people/Time-management.aspx
https://vimeo.com/452496782
https://vimeo.com/452496782
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Time-management-Taking-control-of-your-time-action-plan.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Time-management-Taking-control-of-your-time-action-plan.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Time-management-My-time-management-self-assessment.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Time-management-My-time-management-self-assessment.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Time-management-Practical-ways-to-protect-your-time.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Time-management-Practical-ways-to-protect-your-time.pdf
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WHERE SHOULD I START?

Begin by knowing why managing the performance of your team is important, 
how it works and what your role is. 

The essentials
As a manager it is important to first:

  be clear what your organisation expects from you as a manager of employees

  have a sense of what good people performance management (PPM) looks like 
in practice 

  understand what mechanisms and processes (if any) already exist in your 
organisation to help you manage performance

  reflect on the culture within your team and organisation

 think about your employees not just as employees but as people

 know where you can go for information, support and training.
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You are best placed to set the tone and help to create conditions for a positive team culture by:

role modelling 
the values and 

behaviours of your 
organisation

getting the right 
people, with the 
right values in 

your team

communicating what 
is expected of the 
service, team and 
individuals  within 

the team. Agreeing 
how you will support, 
facilitate, and review 

progress to ensure the 
right standards are 

maintained every day

equipping employees 
to do their jobs, to 

ensure that they know 
what to do, how to 
do it and have the 

skills, knowledge and 
motivation to realise 
their full potential.

supporting and 
encouraging your 
employees to see 

the bigger picture, 
to appreciate why they 
are important and the 
purpose of their role. 

This will help to keep your 
employees motivated, 

feeling valued and 
empowered to perform 

to their full potential 
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ROLES AND RESPONSIBILITIES
As a manager, you have a responsibility to recognise and encourage good employee 
performance, and identify and support improvement where needed. In fulfilling this 
responsibility you will be expected to:

Act as a role model. You can do this by demonstrating the kind of behaviour you 
are trying to promote. Think about what makes someone a positive role model; 
perhaps they:

are positive, motivating and inspiring

communicate clearly and openly

listen and take feedback on board

promote and embody organisational values and behaviours

 help to solve problems

 work at building relationships

work hard to build teams

follow through on commitments

treat people fairly and with respect

look out for the wellbeing of colleagues and take personal 
responsibility for their own wellbeing

are resilient.

 the relationships between line managers and employees
whether employees are involved in organisational issues and decisions
 job design
 availability and acceptability of flexible working
awareness of occupational health issues.

Look after employee health and wellbeing and be seen to be looking after your own. 
This is not limited to the physical work environment (e.g. safety, equipment, access) but 
is also concerned with supporting the mental and emotional wellbeing of employees, 
managing sickness absence and occupational health. Evidence suggests that by 
prioritising employees’ health and wellbeing, their levels of engagement improve, as do 
their feelings about their job, their loyalty and their performance.
NHS Employers’ mental wellbeing in the workplace infographic provides a range of up-
to-date key statistics and facts about workforce mental wellbeing in the workplace.
Responsibility for health and wellbeing at work belongs to both employers and employees. 
According to ACAS, the key factors that can determine whether employees will have a 
positive or negative relationship with work are: 

Refer to your organisation’s policies and procedures on employee health and wellbeing. 
NHS Employers has a dedicated section on improving employee health and wellbeing 
as well as a Sickness Absence toolkit that outlines everything from what to do when an 
employee calls in sick to supporting their return to the workforce.
Skills for Care and the Local Government Association also have dedicated wellbeing 
resources to support both you and your team’s wellbeing.

https://www.nhsemployers.org/articles/evidence-based-approaches-workforce-wellbeing
https://www.nhsemployers.org/articles/mental-wellbeing-workplace-infographic
https://www.nhsemployers.org/topics-0/staff-experience-culture-and-change/health-and-wellbeing
https://www.nhsemployers.org/sickness
https://www.skillsforcare.org.uk/Leadership-management/managing-people/Wellbeing/Wellbeing.aspx
http://www.local.gov.uk/our-support/workforce-and-hr-support/wellbeing
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Support employee learning and development to ensure that training and support needs are identified and 
provided for your employees, so they are able to perform to the standard required and fulfil their potential. 
Don’t forget to look after your own learning and support needs too.

The Chartered Institute of Personnel and Development (CIPD) offers a number of free fact sheets on learning 
and development and related topics including:

When sourcing learning and development products, such as training or coaching sessions, 
it’s important to take steps to ensure that they:

Providers of learning and development should be occupationally competent and appropria tely qualified 
to deliver them. Skills for Care has published a guide Choosing workforce learning for purchasers of 
learning and development in adult social care. A checklist can also be found in ‘help in a hurry’.  

are of a high standard  

reflect the policies and procedures 
of your organisation and the culture 
of your team 

meet specified learning objectives and cover the 
skills your employee or employees are seeking 
to develop

take account of the varying ways in which 
individuals learn e.g. a varied approach to 
delivery can help to ensure that everyone 
involved in a learning event benefits.

identifying learning needs

developing your people

evaluating learning and development

learning and development strategy.

Employee health and wellbeing (ACAS)

Guide on Managing people (ACAS)

Care Certificate for health 
(Health Education England and Skills for Care)

The Standards for Employers of Social workers in 
England 2020 (Local Government Association)

Health and wellbeing (NHS Employers)

Managing sickness absence – guide for managers 
(NHS Employers)

Mental wellbeing in the workplace infographic     
(NHS Employers)

Behaviours of concern and distressed behaviour 
(Skills for Care and National Development Team          
for Inclusion)

Care Certificate for social care (Skills for Care)

Core skills learning activities (Skills for Care)

Manager Induction Standards (Skills for Care)

HELPFUL RESOURCES

http://www.cipd.co.uk/hr-topics/learning-development.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Workforce-commissioning-planning/Workforce-learning-and-development.aspx
http://www.cipd.co.uk/hr-resources/factsheets/identifying-learning-talent-development-needs.aspx
https://www.cipd.co.uk/knowledge/fundamentals/people/development
http://www.cipd.co.uk/hr-resources/factsheets/evaluating-learning-talent-development.aspx
http://www.cipd.co.uk/hr-resources/factsheets/learning-talent-development-strategy.aspx
http://www.acas.org.uk/index.aspx?articleid=1361
https://www.acas.org.uk/acas-guide-on-managing-people
http://www.skillsforhealth.org.uk/standards/item/216-the-care-certificate
https://local.gov.uk/standards-employers-social-workers-england-2020
https://local.gov.uk/standards-employers-social-workers-england-2020
https://www.nhsemployers.org/topics-0/staff-experience-culture-and-change/health-and-wellbeing
https://www.nhsemployers.org/publications/sickness-absence-toolkit
https://www.nhsemployers.org/case-studies-and-resources/2020/08/mental-wellbeing-in-the-workplace-infographic
https://www.skillsforcare.org.uk/Developing-your-workforce/Care-topics/Supporting-people-with-challenging-or-distressed-behaviour/Supporting-people-with-challenging-or-distressed-behaviour.aspx
http://www.skillsforcare.org.uk/carecertificate
http://www.skillsforcare.org.uk/Learning-development/Core-skills/Core-skills.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Developing-leaders-and-managers/Manager-induction-standards.aspx
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Employees need to be clear about their responsibilities within the PPM process. For example, you might agree that their role in the performance management process will be to:

work towards achieving their objectives

 take responsibility for their own professional and career development:
 - being clear about how they want to grow professionally

 -  knowing what knowledge, skills and experience they want 
and need to develop

 - seeking opportunities for professional and career development 

be open to feedback:
 - accepting constructive feedback and taking the steps to improve

seek support as required, from their manager or colleagues

ask for feedback and guidance

keep a record of personal performance achievements, successes 
and challenges.

HELPFUL 
HINT

 It may be useful to refer to the NHS Constitution here. 

https://www.gov.uk/government/publications/the-nhs-constitution-for-england
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GETTING STARTED

As a starting point for people performance management (PPM), it may be helpful to ask yourself:

 What are the PPM processes in my organisation?

 Why is PPM important?

 When should PPM happen?

 Where should PPM take place?

 Who am I managing and recruiting?

  How will I go about introducing or making changes 
to the way I manage performance?
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What are the people performance management processes in my 
organisation?
It will help if you familiarise yourself with your organisation’s policies and 
procedures on recruitment, induction, supervision, appraisal, capability (including 
reasonable adjustments) and discipline. Make sure that you follow these policies 
and procedures (if they exist) as they will give you knowledge and some structure to 
guide your open and honest conversations about performance with employees. Such 
policies have normally been developed in partnership with staff representatives.

If people performance management processes are not yet in place 
(or you are wanting to review or develop existing ones) what can you 
do?
As a starting point, explore this toolkit for information and examples on the 
general aspects of reviewing employee performance, managing different types of 
performance and how you can approach conversations about performance.

Performance management: an 
introduction (CIPD)

Recruiting for values in the NHS
(NHS Employers)
Staff management resources and 
service (SCIE)

Recruitment and retention     
(Skills for Care)

Culture for care toolkit – creating 
positive workplace cultures
(Skills for Care)
Values-based recruitment 
and retention online events               
(Skills for Care)

HELPFUL RESOURCES

https://www.cipd.co.uk/knowledge/fundamentals/people/performance/factsheet#gref
https://www.cipd.co.uk/knowledge/fundamentals/people/performance/factsheet#gref
https://www.nhsemployers.org/articles/values-based-recruitment
https://www.scie.org.uk/atoz/?f_az_subject_thesaurus_terms_s=staff+management&st=atoz&page=1
https://www.scie.org.uk/atoz/?f_az_subject_thesaurus_terms_s=staff+management&st=atoz&page=1
https://www.skillsforcare.org.uk/Recruitment-retention/Recruitment-and-retention.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-a-service/Positive-workplace-culture/Creating-a-positive-workplace-culture.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-a-service/Positive-workplace-culture/Creating-a-positive-workplace-culture.aspx
https://events.skillsforcare.org.uk/skillsforcare/frontend/reg/thome.csp?pageID=466156&eventID=1481
https://events.skillsforcare.org.uk/skillsforcare/frontend/reg/thome.csp?pageID=466156&eventID=1481
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Why is people performance management important?
You are responsible for ensuring that your team members are 
performing in ways that are guided by the values important to your 
organisation and to the health and social care sector.

Investing your time in managing the performance of your employees 
is essential to make sure your team, service and organisation are 
delivering safe and dignified care in a way that supports their health, 
wellbeing and fulfilment of their potential.

It is also important that you let your employees know why managing 
their performance is so important. When talking with your 
employees about the process, be sure to emphasise its benefits, 
and encourage them to take ownership of their own performance 
and development.

Managing performance well can have a positive effect on how 
employees feel about their job and their ability to work to the right 
standard, so it is important to have processes in place and that they 
are well communicated.

For more information, see the ‘what is good people performance 
management’ section.

When should people performance management 
happen?
It begins when you decide on the duties and responsibilities 
of a job and continues through each step in an employee’s 
journey.  This includes during recruitment and induction, when 
expectations and objectives are first discussed.
Find out if your organisation already has set standards 
about how regularly you should carry out observation and 
assessment, supervisions or one-to-one meetings and if there 
is a dedicated time of year when appraisals are carried out. 
Think about the day-to-day opportunities you have to maintain 
or improve the performance of your employees through regular 
two-way feedback and informal reviews of performance. 
For more detail, see the ‘how can I review employee 
performance’ section. 
When you need to act on underperformance by an employee, 
how will you decide when to speak to them about it?  Straight 
away? In your next one-to-one? At appraisal?
If you need to have a conversation of this nature and need 
further support, see the checklist ‘how to approach a 
conversation about underperformance’

HELPFUL 
HINTS

Show your employees that you prioritise managing their performance: if they sense a lack of interest on your part, they’ll lose interest too.

Regularly engage in conversation with employees as appropriate – to talk and listen.

Help employees to take responsibility for their own performance at work; make sure they are clear about their responsibilities in the process.

HELPFUL RESOURCES
Effective supervision: Practical 
ways to provide virtual supervision 
(Skills for Care)
Effective supervision: Supervision 
recording template (Skills for Care)
Effective supervision: What to look 
for in a good supervisor checklist 
(Skills for Care)
Improving Staff Retention: A Guide 
For Employers (NHS Employers)

https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Managing-people/Supervision/Effective-supervision-guide.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Managing-people/Supervision/Effective-supervision-guide.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Effective-supervision-supervision-recording-template.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Support-for-Registered-managers/Webinars/Leading-your-service/Effective-supervision-What-to-look-for-in-a-good-supervisor-checklist.pdf
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.skillsforcare.org.uk/Documents/Recruitment-and-retention/Retain-section/Create-a-positive-place-to-work/Supervisions-vs-appraisals.pdf
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Who am I recruiting and managing?
Getting this right means you will attract the right people and can select the person who has the skills needed to be 
successful and the personal attributes to fit in to your team culture. 
Making sure you plan an effective recruitment process that clearly outlines the functions and expectations of the role, as 
well as the values and behaviours that you expect, is key in getting the right person for the job.
You need to be confident that the person you appoint has the right knowledge and skills. Crucial to the process will be 
the values they bring to their work and how those ‘fit’ with your organisation’s values. You need to be as sure as you can 
that not only will your preferred candidate be able to do the job, but that they will do it in the right way for you, and your 
organisation. Make sure however that this does not detract from attracting and developing a diverse workforce and that 
you do not discriminate against potential candidates on the grounds of race, or religion or belief, for example.
Ef fec tive re cruit ment and se lec tion should help you to find an ex cel lent can di date with the key skills and qualities to be 
suc cess ful in the role.
You should ensure that your recruitment process is as inclusive as possible. The NHS People Plan outlines that employers, 
in partnership with staff representatives, should overhaul recruitment and promotion practices to ensure the workforce 
reflects the diversity of communities, and regional and national labour markets.

Where should people performance management take place? 
Where you meet people is important. It tells the person that you think they and their work are important. This is 
especially true if you are discussing performance.
That is why you need to make sure you are meeting in a place where you won’t be disturbed or overheard. 
Is there a quiet, confidential and discreet space - and time kept free in your diary - to have conversations with employees 
about performance?

HELPFUL RESOURCES
Inclusive Recruitment: 
Supporting economic recovery                              
(NHS Employers) 

Inclusive Recruitment:                    
Leading positive change                        
(NHS Employers)

Recruiting the right people               
(Skills for Care)

De-biasing recruitment                 
(NHS Employers)

https://www.england.nhs.uk/ournhspeople/
https://www.nhsemployers.org/publications/inclusive-recruitment-supporting-economic-recovery
https://www.nhsemployers.org/publications/inclusive-recruitment-supporting-economic-recovery
https://www.nhsemployers.org/publications/inclusive-recruitment
https://www.nhsemployers.org/publications/inclusive-recruitment
https://www.skillsforcare.org.uk/Recruitment-support/Recruitment-planning/Recruitment-planning.aspx
https://www.nhsemployers.org/articles/de-biasing-recruitment
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Job applications and hiring (ACAS)

Getting the most from remote working (CIPD)

Values-based recruitment                     
(NHS Employers)

Improving Staff Retention: A Guide For 
Employers (NHS Employers)

A question of care (Sector Skills Councils)

Recruitment and retention (Skills for Care)

Values-based recruitment (Skills for Care)

Support for registered managers              
(Skills for Care)

Having conversations about workplace race 
equality issues - video (Skills for Care)

Effective delegation and empowering your 
staff - video (Skills for Care)

New Managers - video (Skills for Care)

HELPFUL RESOURCES

Make sure you know who you are responsible for 
performance managing and that employees are 
also clear about who they are being managed by.

In some cases, people have more than one 
manager, which makes having clear roles and 
responsibilities around people performance 
management even more important.

An example might be in the case of student 
professionals, e.g. nurses, occupational therapists 
and social workers in training, or apprentices 
working as health care assistants or support 
workers as part of their training. Any of these 
might be responsible both to their employer and  
to their education provider. 

Similarly, you might have employees seconded to 
you from another service or team or temporary 
workers from an agency or bank. Roles and 
responsibilities for line management and who will 
monitor and feedback on performance need to be 
clearly defined, agreed and communicated  
in these instances.

How will I go about introducing or making 
changes to the way I manage performance?
Once you have identified what, when, where, 
why and who, you should consider how you will  
go about introducing or making changes to the way you 
manage performance.

Remember to start by finding out if there are existing 
mechanisms and processes already in place in your 
organisation and be sure to follow these. In some 
instances you may be required to have discussions with 
trade unions and staff representatives about proposed 
new ways of working.

For information on the formal mechanisms and 
processes you can use to review the performance 
of your employees, such as induction, probation, 
supervision (one-to-one meetings) and formal review 
(appraisal) see the ‘how can I review employee 
performance’ section. 

Start to consider what kinds of behaviours you will 
need to adopt and display, and what kind of culture you 
will need to promote within your team, for the changes 
to stick and be made effective.

https://www.acas.org.uk/job-applications-and-hiring
https://www.cipd.co.uk/knowledge/fundamentals/relations/flexible-working/remote-working-top-tips#gref
https://www.nhsemployers.org/articles/values-based-recruitment
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.nhsemployers.org/publications/improving-staff-retention
http://www.aquestionofcare.org.uk/
https://www.skillsforcare.org.uk/Recruitment-retention/Recruitment-and-retention.aspx
https://www.skillsforcare.org.uk/news-and-events/blogs/what-is-values-based-recruitment
https://www.skillsforcare.org.uk/Leadership-management/support-for-registered-managers/support-for-registered-managers.aspx
https://vimeo.com/511197292
https://vimeo.com/511197292
https://vimeo.com/434388739
https://vimeo.com/434388739
https://vimeo.com/462915414
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LEADING AND MANAGING CHANGE

“Change is usually characterised by a desire to improve things whether 
it’s cash flow, products or processes. Change can be either planned 
or unplanned, and could affect individuals or the organisation. Major 
changes can mean mergers, redundancies, re-structuring or new working 
practices. Minor change can mean anything from introduction of new 
training courses or company policies to travel arrangements.

Although every situation is unique and every organisation is different there 
are common elements to managing most change:

  plan for change - although some change comes out of the blue it is 
better to have to review a plan than to have no plan at all

   provide leadership - this is particularly important during times of 
uncertainty when employees will need reassurance

   keep up-to-date with the law - legislation covering redundancies or 
transfer of undertakings (TUPE).”

 Source: ACAS

When you are leading a change, however small it may seem to you, have a plan for how you will lead the change and your employees through the process.

Change can affect performance: people react to change differently and as such a period of change can affect an individual’s performance and indeed a whole team’s 
performance. That is not a reason to avoid change; change is a necessary part of life and a necessary part of an organisation’s journey of continuous improvement.
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As a manager, you have an essential role in making sure employees feel listened to, 
valued, involved and positive about the change.

 When you are implementing a change, think about: 

  how do you feel about change? 

  how will you manage other people’s reactions to change?

  how will you lead the team throughout the journey and beyond?

Second, think about the people in your team; listen and take time to understand their 
reactions so you know: 

  what are they concerned about? 

  how strongly do they feel about it? 

Empathise and demonstrate you understand their feelings and acknowledge 
any concerns. Remember to seek support from your colleagues or manager.

Where changes such as restructuring, mergers and redundancies are  
being considered, it is essential that you consider your organisation’s  
change management policy, where one exists, and seek advice from HR  
or your organisation’s legal advisors to make sure you comply with the  
relevant legislation.

Change Management (CIPD)

Organisational change in social 
care (SCIE)

Leadership Qualities Framework 
(Skills for Care)

HELPFUL RESOURCES

http://www.cipd.co.uk/hr-resources/factsheets/change-management.aspx
https://www.scie.org.uk/e-learning/organisational-change-social-care
https://www.scie.org.uk/e-learning/organisational-change-social-care
http://www.skillsforcare.org.uk/Leadership-management/Leadership-Qualities-Framework/Leadership-Qualities-Framework.aspx
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Why is culture important to performance management?
The culture in a team and organisation will often determine the quality of the service. A positive workplace culture focused on delivering care and support to people will thrive and be a 
rewarding environment in which to work.

In addition to improved quality, a positive workplace culture also brings:

 a happier, more settled and skilled team with improved wellbeing

 a team that is engaged in flexible and innovative ways of working

  the ability to attract new, talented employees with the right values and behaviours 
(people make positive choices about where they want to work due to the culture of 
the workplace)

 greater team resilience in times of change.

What does the right culture of care look like?

Skills for Care has developed the Creating a positive workplace culture toolkit for all social care and support employers, regardless of size or services 
delivered. NHS Employers also has a Culture change tool, both resources can help you wherever you are on your culture change journey, with pointers and 
resources to provide advice.

HELPFUL 
HINTS

https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-a-service/Positive-workplace-culture/Creating-a-positive-workplace-culture.aspx
https://www.nhsemployers.org/retention-and-staff-experience/organisational-development/do-od-tools-and-resources/do-od-app-and-culture-change-tool
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Make sure you know where to go when you need support.

SOURCES OF INFORMATION AND SUPPORT

Who are the key people? Which are the trusted websites?  What are the important resources? 

The first place to look for information is your organisation’s policies and procedures. Line managers in larger organisations will have an HR department who will be on 
hand to offer support and advice. There are plenty of other resources available but make sure you look for properly accredited professional websites and organisations, 
such as:

ACAS

Investors in People

CIPD 

Care Quality Commission (CQC) Trade unions and trade bodies

NHS Employers

 Do not leave finding them until you need them in a hurry.   

Skills for Care

Local Government Association Other chartered institutes or organisations set up to support employers.

http://www.acas.org.uk/index.aspx?articleid=1461
https://www.investorsinpeople.com/
http://www.cipd.co.uk/
http://www.cqc.org.uk/
https://www.nhsemployers.org/
http://www.skillsforcare.org.uk/Home.aspx
http://www.local.gov.uk/our-support/workforce-and-hr-support
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HOW CAN I REVIEW 
EMPLOYEE PERFORMANCE?

Managers are best placed to help employees understand the 
purpose of their role, what is expected of them and to review their 

performance.

The essentials
You will manage employee performance, often without thinking about it. 

It is essential that your employees: 

 know what they are doing and why

 understand their employer’s expectations of them

 are confident in their skills and knowledge. 

This helps to ensure that their work is to the highest possible standard. Your role as a 
manager is to make sure you communicate the standards you expect and give advice 
and guidance where necessary to ensure these standards are maintained every day, 
and to take positive action to bring about a change or improvement in performance 
when required. You should also consider how to review performance through more 
formal mechanisms and processes such as induction, probation, one-to-ones, 
personal development plans and formal review (appraisal).
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DESIGNING A ROLE

When you have done this you will have the information you need to write a job 
description and person specification. Being clear about standards and expectations 
at the point of recruitment provides a very good starting point for managing the 
performance of your employee when they are in post and for identifying how you will 
support them to be able to achieve and succeed. 

When introducing people performance management processes to existing employees 
or teams, it is important to make sure that the roles have detailed job descriptions 
which have been clearly communicated and agreed with them. You should also check 
that they understand what is expected of them. 

how the job fits in with the existing team roles and what 
you want the post-holder to achieve

 how this helps to achieve the overall objectives of your team 
and your service or organisation

who else the post-holder will need to work with to achieve 
these objectives

what responsibility and/or authority the post-holder will have for making 
decisions

who they can go to for support

 what the key knowledge, skills and experience are to be successful 
in the job 

 what is expected of the post-holder in terms of values and behaviours.

It’s important that you are clear about performance standards and expectations at the outset when designing new job roles. You can get support and advice about designing job roles 
from your HR department, your line manager or ACAS.

These are some useful things to think about:

You should be aware of the law regarding discrimination to make sure you do not unintentionally discriminate against certain groups through the use of particular 
phrases or by including specific requirements in the job description. For example, including health requirements can amount to direct discrimination against 
disabled people, or a requirement for continuous experience could indirectly discriminate against women who have taken maternity leave.  If in doubt, seek advice 
from your HR department, ACAS or the Equality and Human Rights Commission.HELPFUL 

HINT

http://www.acas.org.uk/index.aspx?articleid=1461
https://www.acas.org.uk/hiring-someone/how-to-advertise-a-job
https://www.equalityhumanrights.com/en/advice-and-guidance/guidance-employers
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MANAGING INDUCTION

The selection process is only the beginning of the employment relationship. The 
future of that relationship depends to a significant extent on how your new employee 
settles into the job. Most employee turnover is amongst new starters, and work 
efficiency is reached only after a period of learning and adjusting to the new 
environment.

An ef fec tive in duc tion can help employees to per form at their best from the start by 
in te grat ing them into your organisation and setting out what is expected of everyone 
in a clear and consistent way. The ACAS website provides a helpful induction 
checklist.

Induction is the term used to describe the process of familiarisation with the work place and settling into the job. 

main tain their pos i tive view of your organisation created through your 
recruitment process

in tro duce them to key peo ple who they will need to work with

take them through key processes and im por tant in for ma tion they will need to 
un der stand to be able to do their job well

set clear ex pec ta tions about the val ues and stan dards of the organisation

set clear expectations of the values of the sector (e.g. NHS Constitution and the 
People Promise) 

set clear expectations about the standards of the sector (e.g. CQC’s‘fundamental 
standards, the joint social care and health Care Certificate, The Chief Nursing 
Officer’s ‘Compassion in practice’ (or 6C’s))

make sure they are aware of organisational policies and procedures 
(e.g. freedom to speak up policy in the NHS and the whistleblowing in social 
care)

cover any use ful in for ma tion about how the team works to gether.

An ef fec tive in duc tion is the starting point for open and honest conversations with your new employee so al lows you to:

https://www.acas.org.uk/template-checklist-for-induction-of-new-staff
https://www.acas.org.uk/template-checklist-for-induction-of-new-staff
https://www.gov.uk/government/publications/the-nhs-constitution-for-england
https://www.england.nhs.uk/ournhspeople/online-version/lfaop/our-nhs-people-promise/
http://www.cqc.org.uk/content/fundamental-standards
http://www.skillsforhealth.org.uk/standards/item/216-the-care-certificate 
https://www.england.nhs.uk/wp-content/uploads/2012/12/compassion-in-practice.pdf
https://www.england.nhs.uk/ourwork/freedom-to-speak-up/
https://www.cqc.org.uk/sites/default/files/documents/20131107_100495_v5_00_whistleblowing_guidance_for_providers_registered_with_cqc.pdf
https://www.cqc.org.uk/sites/default/files/documents/20131107_100495_v5_00_whistleblowing_guidance_for_providers_registered_with_cqc.pdf
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You may be able to 
seek further support in 

designing an effective induction 
plan from your organisation’s 
HR department or ACAS. It is 
also good practice to ask the 

employee if there is anything they 
would like to be included in their 

induction plan. 

Recruitment & induction template letters, forms 
and checklists (ACAS)

Induction and preceptorship framework 
for health visitors (Institute of Health Visiting)

Improving Staff Retention: A Guide For Employers 
(NHS Employers)

Preceptorships for newly qualified employees 
(NHS Employers)

Recruitment and retention (Skills for Care)

Manager Induction Standards 
- Standard 5 (Skills for Care)

Care Certificate (Skills for Care, Skills for Health 
and Health Education England)

Effective supervision guide 
(Skills for Care)

HELPFUL RESOURCES

http://www.acas.org.uk/index.aspx?articleid=1392
http://www.acas.org.uk/index.aspx?articleid=1392
https://ihv.org.uk/for-health-visitors/resources/frameworks/
https://ihv.org.uk/for-health-visitors/resources/frameworks/
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.nhsemployers.org/your-workforce/plan/workforce-supply/education-and-training/preceptorships-for-newly-qualified-staff
https://www.skillsforcare.org.uk/Recruitment-retention/Recruitment-and-retention.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Developing-leaders-and-managers/Manager-induction-standards.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Developing-leaders-and-managers/Manager-induction-standards.aspx
https://www.hee.nhs.uk/our-work/developing-our-workforce/talent-care-widening-participation/care-certificate
http://www.skillsforcare.org.uk/supervision
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MANAGING PROBATION

The probation period is for you and your new employee to see whether the decision to offer and accept a job was the right one. Part of the new employee’s induction should be to set time 
aside to discuss the probation period and set objectives which, if met, will lead to the employee successfully completing their probationary period.

You should dis cuss and agree a pro ba tion plan shortly after the individual has started in the job. This will set out clear ob jec tives for the pro ba tion pe riod and also allow you to pick up 
on any de vel op ment needs noted at the re cruit ment stage or dur ing the time they have been in the role. Objectives in probation will be about:

becoming familiar with the organisation 
and its ways of working demonstrating competence in the role.  

developing effective working relationships with fellow team 
members

Being clear at induction about standards and expectations can also help to provide a 
benchmark for attitudes and behaviours. For healthcare support workers and adult 
social care workers, the Care Certificate can help to do this by supporting new health and 
care workers to understand their role, what is expected from them and how they will be 
supervised and assessed.

Meet ing reg u larly dur ing the pro ba tion pe riod will give you the op por tu nity to pro vide feed-
back, recog nise what has been achieved and ad dress any is sues that may have arisen. 

If you have any con cerns about per for mance within the role during the probationary period 
these should be raised with your employee as soon as pos si ble. You can ex plore the un der-
ly ing cause and take ap pro pri ate ac tion to help them im prove their per for mance. See the 
managing underperformance section for more information.

If there are no prob lems and the employee has achieved the agreed ob jec tives, you can sim ply 
con firm that they have suc cess fully com pleted their pro ba tion pe riod. 

Once pro ba tion is com plete you can con tinue to man age their performance through other 
processes, in clud ing the formal review process (appraisal).

If an employee is not per form ing as re quired and has not met the agreed objectives, you 
may have the op tion of extending the probation period or ter mi nat ing their con tract in 
accordance with your organisation’s procedures. You will also need to be able to provide 
records that support your decision so keep careful notes, agree these with the employee, 
as you work through the probationary period.

Seek advice from your HR department (where this support exists). Guidance on handling 
dismissal fairly is also available from ACAS website. 

Remember to consider the length of your probation period and set objectives accordingly. It’s often helpful to set aside some time in supervision (one-to-one) sessions to assess 
progress and provide additional support if it’s needed.

http://www.acas.org.uk/index.aspx?articleid=4098
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AGREEING OBJECTIVES
The key to people performance management (PPM) is having employees who know 
what they have to achieve and why. The main way to do this is to agree objectives or set 
goals. We use the term ‘objective’ in this resource but you should use the language of 
your organisation.

Every employee should have a clear understanding of the organisation’s and team’s 
objectives as well as an awareness of their own roles and responsibilities in achieving 
them.

Ideally, objectives should not be ‘set’ for an employee; they should be agreed between 
employee and manager. Employees should be part of the objective-setting process, 
it reinforces their ownership of the objectives and therefore can help to motivate 
employees to achieve success in their role.

You can agree objectives and how you will review progress together via a number of 
different processes, principally during induction, probation and at the performance 
review or appraisal.

Make sure that all objectives are‘SMART’, i.e. that they are Specific, Measurable, 
Achievable, Relevant and Time-based. Remember that each objective should be linked 
to the employee’s job role and should contribute in some way to the overall team or 
organisational objectives.

 Thinking about the questions below may help you in agreeing objectives:

  What are your team, departmental or service objectives? 

  What do you and your team need to do to achieve these objectives? 

    How can you support your employee in fulfilling their potential - what else can you 
encourage them to do?

The agreed objectives will form the basis of your conversations about performance. 

HELPFUL 
HINTS

Check your organisation’s  
policies. There may be existing tools 
and documentation available to help 

you agree ‘SMART’ objectives with your 
employees, otherwise consult ACAS.

Utilise employees’ 
induction and probation 
periods to establish and 

reinforce expectations for 
performance, values and 

behaviours.

Ideally, objective setting shouldn’t be a one-
way street; be sure to give your employee 

the opportunity to share their views on 
what their priorities should be. Ask them 
what support they need from you and the 
organisation in order to be able to achieve 
their objectives and development goals. 

.

Objectives can be used to ‘stretch’ an employee. 
Consider setting objectives that require the  

individual to do a bit more than they might believe 
themselves capable of doing to encourage professional 

development. 
Stretch targets should be acknowledged 
as such when reviewing performance.
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FORMAL PERFORMANCE REVIEW (ANNUAL APPRAISAL)
The annual appraisal is a process for agreeing objectives and work plans, 
discussing development needs and reviewing the performance and development of 
employees against these objectives and plans, i.e. personal development planning. 
It is also an opportunity to discuss individual career aspirations.

The terms used to describe the annual performance review include, formal 
performance assessments, performance reviews, or appraisal. They are terms which 
can be used interchangeably. We use the term appraisal in this toolkit, but you should 
use the language of your organisation. 

The annual appraisal process is directly linked to the organisation’s annual setting 
of corporate objectives. These corporate objectives should be set prior to setting 
objectives and workplans for teams and then for individuals. In small organisations 
the organisational and team plans might simply be one overall plan for the service for 
the coming year, leading straight on to individuals’ objectives.

As with all people performance management, open and honest conversation is key. 
The paperwork should reflect the conversation accurately, but not dominate the 
process.

Health Education England’s Having confident appraisal conversations programme 
has been designed to help line managers conduct effective appraisal conversations 
with staff.

The formal annual appraisal process will typically include:

  a review of ongoing supervision throughout the year between an employee and 
manager

  formal annual appraisal meeting between employee and manager

  interim appraisal review meeting during the year between employee 
and manager.

In the first instance, check if your organisation has an appraisal process already in 
place and be sure to follow this.

https://www.e-lfh.org.uk/programmes/having-confident-appraisal-conversations/
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What will the formal annual performance appraisal cover?

Discussion and review of employee’s performance over the  
previous year against: 

  agreed individual objectives and 
targets/workplans

 the tasks section of the job description

 the skills and knowledge requirements within the job  
 description and person specification

  any learning undertaken during the year to support the 
achievement of work objectives.

Discussion and agreement of the requirements of the employee for the coming year:

  new objectives and targets/work plans linked to job requirements and business needs

  areas for skills and knowledge development linked to job requirements and business needs

 consideration of career and personal aspirations.

The above should be considered in relation to the following documents:

 the organisation’s vision and values

 the organisation and team’s business plan, strategy and objectives

 the job description and person specification for the job.

HELPFUL 
HINTS

Are you a manager in social care? 
If your organisation doesn’t have 
an existing process for reviewing 

performance, a good place to 
start are the resources available 

from the Social Care Institute for 
Excellence. 

NHS managers can refer to NHS Staff 
Council guide ‘Simplified Knowledge and 

Skills Framework (KSF)’ for a simple 
appraisal process with tools, tips  

and templates.

Are you responsible for managing 
doctors in the NHS? See information on 
the General Medical Council’s website 
about the process of revalidation and 

appraisal used to ensure licensed doctors 
are up to date and fit to practise.

Past performance Future requirements

Are you responsible for 
managing nurses? See 

information on the Nursing 
and Midwifery Council (NMC) 
website about the process of 
revalidation used to ensure 
nurses practise safely and 

effectively.

https://www.scie.org.uk/atoz/?f_az_subject_thesaurus_terms_s=staff+management&st=atoz&page=1
https://www.scie.org.uk/atoz/?f_az_subject_thesaurus_terms_s=staff+management&st=atoz&page=1
https://www.nhsemployers.org/SimplifiedKSF
https://www.nhsemployers.org/SimplifiedKSF
http://www.gmc-uk.org/doctors/revalidation.asp
http://www.gmc-uk.org/doctors/revalidation.asp
http://revalidation.nmc.org.uk/information-for-employers
http://revalidation.nmc.org.uk/information-for-employers
http://revalidation.nmc.org.uk/information-for-employers
http://revalidation.nmc.org.uk/information-for-employers
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A recommended four-stage process for a formal annual performance appraisal is set out below:

THE FOUR-STAGE PROCESS

There should be no surprises 
in the appraisal conversation if 
you have had regular dialogue 
with your employee. Use all the 
mechanisms available to gather 
information in preparation for the 
meeting, including:

observations based 
on fact

regular discussions 
(one-to-ones, supervision)

performance and 
results data

feedback from people being 
supported, peers, etc.

This is an opportunity for both 
you and your employee to reflect 
on their performance during 
the year, ahead of the appraisal 
conversation. It’s important 
and helpful to give at least two 
working weeks’ notice of an 
appraisal conversation, but you 
may need to give more time 
depending on shifts and rotas.

To encourage self-assessment 
by your employee, it may be 
helpful to provide a short form, 
with prompting questions so they 
can write down their thoughts 
ahead of the conversation.

This should be an open and honest two-way conversation, and not 
a form filling exercise. Keep focused on the outcome of improving 
knowledge, skills and performance.  A good approach could be to:

Check whether your organisation uses rating scales to show the 
level of performance an employee has reached. It might also 
operate a system to link pay with performance.

Keep a written record of the conversation, including 
achievements, performance rating, agreed 
objectives and development plans on file in keeping 
with your organisation’s policies and procedures. 
Make sure you give a copy to your employee.

  See manager’s checklist on conducting a 
formal annual performance appraisal.

Interim formal performance reviews
Although practice varies, it is common to hold an 
interim appraisal review meeting six months into 
the year.

Stage three
The appraisal conversation

Stage two
Prepare for the 
appraisal conversation

Stage one
Gather information

Stage four
Paperwork after the conversation

start with strengths and positives

discuss areas for development

review and evaluate progress against past objectives

agree new realistic objectives

focus on the development review and planning aspect of 
the conversation

give the opportunity for concerns or worries to be 
raised about quality of services/care.

broaden the discussion to include health and wellbeing 
issues, including things like work-life balance.

https://www.nhsemployers.org/articles/pay-progression
https://speakup.direct/for-employers/
https://speakup.direct/for-employers/
https://www.nhsemployers.org/health-and-wellbeing
https://www.nhsemployers.org/health-and-wellbeing


Find out more about:

REGULAR DISCUSSION
The most important aspect of the whole performance review process is regular, ongoing discussion, feedback and informal review of your employees’ performance. The day-to-day 
opportunities that you have to subtly maintain or improve the performance of your employees should not be ignored. 

You will want to strive for a culture that encourages high performance 
and addresses underperformance at the earliest opportunity, using regular one-to-
one discussions (also known as manager supervision) to:

 offer frequent feedback about performance

 encourage employees to raise concerns

  help address performance issues before they potentially 
become more serious

  identify any barriers to high performance, such as the quality 
of objectives, workload, training and skills needs or systems 
and processes etc.

Check your organisation’s performance management or employee supervision policy. 
Practices for one-to-one meetings (manager supervision) vary but it is common for 
them to take place every four to six weeks.

  Video: see how effective manager supervision 
can enhance employees’development and improve care

There may be occasions where employees are not meeting expectations.  
You have a key role to play in managing underperformance. 

https://speakup.direct/for-employers/
http://www.scie.org.uk/socialcaretv/video-player.asp?v=supervision01
http://www.scie.org.uk/socialcaretv/video-player.asp?v=supervision01


Find out more about:

OBSERVING EMPLOYEES’ PERFORMANCE

Observing employees’ performance should not be something that happens 
only as part of an induction programme or probationary period. You should use 
observation as an ongoing mechanism to assess and address performance. It 
can help you to build a good sense of awareness of an employee’s performance 
based on real examples and evidence. 

Your observations will help to inform discussion in formal performance 
reviews and, more crucially, will provide you with an opportunity to offer early 
praise for a job well done and give constructive feedback. 

When your observations need to take on a more formal nature it’s helpful to 
have a written record of your observations which can be discussed with your 
employee. This will assist you in coming to a rounded view of an employee’s 
ability and help you identify when an employee is performing well or not 
meeting expectations.
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MANAGING DIFFERENT 
TYPES OF PERFORMANCE

Managers are the people most able to influence employees’ 
performance.

The essentials
It’s easy to spend time, energy and effort dealing with employees who are 
underperforming and therefore see performance management as a negative thing. 
However, performance comes in many guises. Considering your team members, 
can you recognise those:

 with leadership potential

 with the dedication and commitment to simply get on with the job

 who are beginning to lack enthusiasm and motivation

 who are doing the absolute bare minimum

All types of performance require a different management approach from you.

For tools and resources to assess employees’ performance, see the 
‘how to review the performance of your employees’ section. 
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Signs and symptoms of a change in performance
These are some common signs of an employee’s performance beginning to change:

 less engagement with you at one-to-one sessions or supervisions

 missing deadlines

 increased absence 

 less engagement with the team

 poor timekeeping

 errors creeping into work where previously it was error free

 less interest in the organisation and what it is trying to achieve

 less willingness to do a little extra

 people receiving care or support notice a difference in effort or attitude

 colleagues express concern.

Be prepared to take steps
It is important to be aware that an employee’s motivation, performance, skill development and potential can change with time. Your role is to always have a sense of how your 
team is performing and to notice any changes in performance. You need to be equally prepared to give praise or take positive action to bring about a change or improvement in 
performance when required. Taking action is particularly important when there is a risk of a detrimental impact on the quality of health and social care.  

Ensure you are managing with fairness
The way you manage performance should be inclusive and fair to everyone. Decisions should be based on fact and evidence. You should be consistent with different employees on the 
same or similar issues. If your organisation has an equality policy, this should cover the way you deliver equality and value diversity. You should use these principles in the way you 
manage the performance of your employees. 

If your organisation does not have a policy or you would like information on diversity and inclusion issues, see NHS Employers dedicated webpage. 

https://www.nhsemployers.org/EDI
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HOW TO MANAGE UNDERPERFORMING EMPLOYEES

It is your responsibility to manage an employee who is underperforming. In health 
and social care there is always a real risk that underperformance could have 
catastrophic consequences for people using services and their family and friends.

Managers can worry about dealing with underperformance or poor performance. 
It can be challenging, but if problems arise it is crucial that you address them as 
soon as possible.

It is not fair to the employee, their colleagues or the people receiving care or 
support to let an issue become a more serious problem before action is taken.

Underperformance - look out for any employee who: 

 does not undertake the duties of the role as required

  does not complete the duties of the role to the standard required or within the 
timescale required

 does not understand the job requirements or directions

  does not comply with professional codes of practice (e.g. nurses, midwives, 
doctors, pharmacists, social workers)

 is unmotivated to do more than the bare minimum

 is regularly absent without cause

 shows poor timekeeping

 has poor working relationships

 is dismissive of the people receiving care or support and fails to engage with  
 them meaningfully

 makes errors in work.

 Checklist for managers when managing underperformance
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Make sure you follow your organisation’s procedure for managing performance and seek advice from your human resources department or a senior manager if you need 
support. If these do not exist within your organisation, you can also contact ACAS for advice.

Underperformance is usually considered to be as a result of:

capability – or put simply, “I want to but I can’t meet the requirement 
of the role.” This may be for a number of reasons which, as the 
responsible manager, you need to investigate because they may 
not have the knowledge, skill or ability necessary, or perhaps are 
constrained by ill health or disability. 

conduct – put simply, “I can but I won’t 
meet the requirements of the role.”

http://www.acas.org.uk/index.aspx?articleid=1461
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Day-to-day management of underperformance 
issues

Not all underperformance will need a formal approach. 

In many cases an informal discussion is all that is needed 
to improve performance. You are encouraged to have early 
discussion through your normal management procedures, 
such as one-to-one (supervision) meetings. Remember to 
record such meetings in writing and to share records with the 
employee.

Use this informal meeting as an opportunity to talk to the 
employee about the need for improvement and to agree a plan 
of action to bring about improvement. 
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A four-step model for informally addressing performance problems

http://www.acas.org.uk/index.aspx?articleid=1461
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TAKING STEPS (IF THERE IS NO IMPROVEMENT)

There may be occasions where the four-step model does not improve the 
employee’s performance to the required standard and you need to take more 
formal action.

Always make sure that you follow any disciplinary, capability and health policies 
your organisation has and consider the welfare of the employee during what can 
be a stressful time for everyone concerned. What support can be provided to the 
employee? Perhaps access to an occupational health adviser, counselling service 
or a nominated person of support through the process might be appropriate.
Be mindful that employees have the right to be accompanied at certain meetings  
by a fellow colleague or a trade union representative.

Advice and guidance on dealing with discipline is also contained in the ACAS 
booklet, ‘Discipline and grievances at work: the ACAS guide’. 

The booklet contains sample procedures to guide you and template letters for all 
stages of a formal disciplinary procedure. 

If the employee’s performance does not improve to an acceptable standard, 
termination of their employment may be an option. 

You must make sure you act fairly and reasonably. 
 
You should follow the advice set out in the ACAS Code of Practice on disciplinary 
and grievance procedures.

http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=1439
http://www.acas.org.uk/index.aspx?articleid=2174
http://www.acas.org.uk/index.aspx?articleid=2174
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Learning lessons to improve our people practices

Getting disciplinary processes right is crucial to ensure that staff are treated fairly, 
consistently and supported with their health and wellbeing. You should be mindful to 
follow the ACAS guide on Discipline and grievances at work, taking informal action 
where possible, establishing facts and providing sufficient opportunity to appeal 
decisions. 

The Amin Abdullah case is an example where these crucial principles were not 
followed, as outlined by the independent review into his death which is summarised in 
Dido Harding’s (chair at NHS Improvement) letter in May 2019 to all trust chairs.

The below key questions should be considered when starting a disciplinary procedure.

  Is there sufficient understanding of the issues or concerns and their    
 circumstances to justify formal action?

 Considering the circumstances, in the eyes of your organisation and others   
 external to it, would the application of a formal procedure be a fair and justifiable  
 response? Have other potential responses and remedies been seriously   
 considered before being discounted?

 If formal action is being taken or has been, how will appropriate resources be  
 allocated and maintained to ensure it is conducted fairly and efficiently; how are  
 you ensuring that independence and objectivity is maintained at every stage of the  
 process?

 If formal action is being taken, how will appropriate resources be allocated and  
 maintained to ensure processes are fair and efficient? How are you ensuring that  
 independence and objectivity is maintained at every stage of the process?

 What will be the likely impact on the health and wellbeing of the individual(s)   
 concerned and on their respective teams and services, and what immediate and  
 ongoing direct support will be provided to them?

 How will you ensure the dignity of the individual(s) is respected at all times and in  
 all communications, and that your duty of care is not compromised in any way, at  
 any stage?

https://beta.acas.org.uk/disciplinary-and-grievance-procedures
https://i.emlfiles4.com/cmpdoc/9/7/2/8/1/1/files/56794_letter-to-chairs-and-chief-executives-24-may-2019.pdf
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Referring information about a dismissal

If an employee’s performance has been investigated and as a result of the investigation 
and disciplinary hearing they have been removed from working with children or 
vulnerable adults, you must ensure appropriate action is taken to inform the relevant 
bodies: 

  Does the individual work in ‘regulated activity’ with children or vulnerable adults? 

  You should make a referral to the Disclosure and Barring Service (DBS) where you 
have dismissed or removed a person from working with children or vulnerable 
adults (or would have done if the person had not resigned) because you have 
identified that they present a risk to children or vulnerable adults. Check when 
and if you need to refer information to the DBS.

  Is the individual working in a role regulated by a professional regulatory body?

  If a concern about an individual’s conduct, capability or fitness to practise is 
identified you should make a referral to their regulatory body. Check with 
relevant health and care professional regulator.

  If the individual has been dismissed, or resigned, as a result of serious concerns 
you may need to refer information for the Healthcare Professional Alert Notices 
(HPAN) system. Check with the NHS Resolution who are in charge of HPANs.

 Is the Individual working as a trainee, locum, agency or bank employee?

  You may also have a responsibility to inform other appropriate bodies, for 
example, higher education institution or the agency.

 Where you believe that information 
should  be referred, seek advice 
from your human resources 
department (where this support 
is available) or a senior manager 
in the first instance.

HELPFUL RESOURCES

Guide on Managing people (ACAS)
Discipline and grievances at work 
– a guide (ACAS)
Dismissing employees (ACAS)
Equality & diversity advice – 
managing people (ACAS)
ACAS Helpline (ACAS)
Template letters for stages of 
formal disciplinary process (ACAS)
Template form - keeping a record 
of disciplinary action (ACAS)

Avoiding unlawful discrimination 
(Equality & Human Rights Commission)

Employment relations 
(Local Government Association)

https://www.gov.uk/government/publications/new-disclosure-and-barring-services
https://www.gov.uk/guidance/making-barring-referrals-to-the-dbs
https://www.gov.uk/guidance/making-barring-referrals-to-the-dbs
https://www.professionalstandards.org.uk/what-we-do/our-work-with-regulators/find-a-regulator
https://www.professionalstandards.org.uk/what-we-do/our-work-with-regulators/find-a-regulator
https://resolution.nhs.uk/
https://www.acas.org.uk/acas-guide-on-managing-people
http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=1797
http://www.acas.org.uk/equality
http://www.acas.org.uk/equality
http://www.acas.org.uk/helpline
http://www.acas.org.uk/index.aspx?articleid=1439
http://www.acas.org.uk/index.aspx?articleid=1439
https://www.acas.org.uk/disciplinary-record-template
https://www.acas.org.uk/disciplinary-record-template
https://www.equalityhumanrights.com/en
https://www.local.gov.uk/our-support/workforce-and-hr-support/employment-relations
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HOW TO MANAGE CONSISTENTLY WELL PERFORMING EMPLOYEES

A key part of your role is to praise and nurture your consistently well performing 
employees.

Think about which employees get most of your time? Do you find that you spend very 
little of your management time on those people who get on with the job, consistently 
fulfil their basic duties, and consistently meet the expectations of their role?

Employees who are performing consistently well will bring many positives to the 
team, their dedication and hard work is the backbone to providing quality health or 
social care. It is crucial for managers to recognise and acknowledge the contribution 
of these employees to prevent them feeling undervalued.

Maintaining good performance
As a manager with an array of demands on your time it can be easy to overlook the 
consistent and well-performing employee. However, neglecting these employees 
could lead an individual to become demotivated or disengaged, which could lead to 
underperformance.

You can encourage employees to maintain good performance and help them to 
achieve their best by:

  Having regular discussions about performance.

   Setting objectives that will challenge them and stretch their thinking.

   Working with individuals to identify learning and development needs 
through a formal performance review process.

   Offering training and development where available and appropriate (this 
could take the form of formal training, coaching, shadowing, mentoring, 
project work, etc.).

   Acknowledging, encouraging and rewarding good performance: 
recognising the day-to-day contributions of consistently 
well-performing employees is just as essential as noting 
the big achievements.

HELPFUL 
HINTS

It is important not to focus your recognition only on big achievements, 
it is just as essential to recognise the day-to-day contributions of 

consistently well-performing employees.

Think about the kinds of activities that could be used to help your 
employee in their learning and development; these should not be 

limited to formal training courses, but could be experiential, such as 
involvement in a work project.

The way you manage performance should be inclusive and fair to 
everyone and decisions should be based on merit.
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formal training

coaching

shadowing

mentoring

project work.

Managers in the NHS – you can seek advice from your organisation’s learning and 
development department about the opportunities available and for information about 
training grants for employees.

Managers in social care – you can seek advice from your HR department if you have one.

Continuing learning and development
The development of your employees should be an ongoing process, supporting 
them to maintain good performance and encouraging excellence.

Continuing professional development (CPD) can be achieved through a range of 
informal and formal learning that supports the employee to increase their range of 
skills, knowledge and experience.

Opportunities to support development could take the form of, for example:

HELPFUL 
HINTS

Guide on Managing people (ACAS)

Talking about aspirations – tool for 
managers (NHS Leadership Academy)

Developing your staff (Skills for Care)

Learning and development                  
(Skills for Care)

HELPFUL RESOURCES

https://www.acas.org.uk/acas-guide-on-managing-people
http://www.leadershipacademy.nhs.uk/resources/talent-management-hub/
http://www.leadershipacademy.nhs.uk/resources/talent-management-hub/
https://www.skillsforcare.org.uk/Developing-your-workforce/Guide-to-developing-your-staff/Guide-to-developing-your-staff.aspx
https://www.skillsforcare.org.uk/Learning-development/Learning-and-development.aspx
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simply saying “thank you” and appreciating effort 
and contribution from your employees

acknowledgement during discussions

introducing departmental or team initiatives to celebrate 
good practice and desired values/behaviours

special mention at department or team meetings

nominating employees for good practice awards 
(local, regional or national, e.g. Skills for Care’s national social care 
‘Accolades’ or the NHS Leadership Recognition Awards)  

recognising good practice in a newsletter or professional journal, where 
appropriate

setting developmental objectives at appraisal.

Recognising and rewarding good performance
There are many ways to recognise and reward employees for good and excellent 
performance. Your organisation may already have a policy and procedures in place 
for the fair reward and recognition of employees, so check this first before taking 
steps to introduce your own recognition initiatives.

If you are a manager in a private or voluntary sector organisation you may have 
flexibility to offer financial and career development rewards. 

Examples of how you can show appreciation to your employees:

Performance management: an 
introduction (CIPD)

Performance-related pay (CIPD)

NHS reward toolkit (NHS Employers)

Improving Staff Retention: A Guide For 
Employers (NHS Employers)

NHS pay and conditions 
(NHS Employers)

Recruitment and retention 
(Skills for Care)

The social care Accolades 
(Skills for Care)

HELPFUL RESOURCES

https://www.cipd.co.uk/knowledge/fundamentals/people/performance/factsheet#gref
https://www.cipd.co.uk/knowledge/fundamentals/people/performance/factsheet#gref
https://www.cipd.co.uk/knowledge/fundamentals/people/pay/performance-factsheet#gref
https://www.nhsemployers.org/articles/reward-strategy-toolkit
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.nhsemployers.org/publications/improving-staff-retention
http://www.nhsemployers.org/your-workforce/pay-and-reward/pay
https://www.skillsforcare.org.uk/Recruitment-retention/Recruitment-and-retention.aspx
http://www.skillsforcare.org.uk/accolades
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HOW TO MANAGE EXCELLENTLY PERFORMING EMPLOYEES

As a manager your role is to support employees to reach their full potential.

A high-performing employee will stand out to you. They consistently exceed 
expectations, and are the person you call upon because they have a track record of 
getting the job done. They’re great at their job and take responsibility for it, they are 
willing to ‘go the extra mile’ and take pride in their accomplishments.

                                                                                                                                                       

If you take over responsibility for managing employees, you might find it helpful to 
see what your predecessor says about the team; knowing what past performance 
looked like can be an indicator to future performance.

While this information is helpful, always come to your own conclusions about each 
employee and their ability.

HELPFUL 
HINTS

The way you manage 
employee performance 

should be inclusive and fair 
to everyone and decisions 
should be based on merit.

Your team will have varied 
skills, creativity, and 

perspectives, ask them 
what they think from time-
to-time, and listen to what 

they have to say.

Excellently performing 
employees will not require 

as much direction or 
coaching, but it is important 

to monitor pressures on 
them and to pay attention to 

their wellbeing.

Think of the ways in which 
you can give recognition. 
Be mindful of the ways in 
which employees prefer 

to receive recognition 
– some will not appreciate 

the ‘limelight’ of other 
team members being 

around. 

Get to know your team. Find 
out what motivates them 
and what their aspirations 

are so you can support, 
encourage and help them to 

develop. 
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Maintaining excellent performance
If you consider that managing employee performance is only focused on challenging underperformance, you will miss so many opportunities to help your employees thrive 
and reach their potential.

Managing performance is also about identifying employees who are performing highly, offering them regular recognition, support and encouragement.

You can encourage employees to maintain high performance 
and help them to achieve their best by:

 recognising and rewarding the good practice of employees

 having regular discussions and conducting formal performance reviews. 
Excellently performing employees may not require as much direction 
or coaching, but it is important to monitor pressures on them and to pay 
attention to their wellbeing

 talking to employees about what motivates them, offering opportunities to 
stretch and challenge them to keep them with your organisation longer

 working with employees to identify development needs. Show an interest 
in their career goals and aspirations and make clear what opportunities 
exist to keep them invested in your organisation.
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Supporting aspirations
As a manager, you are in a privileged position to be able to identify and develop 
employees who have the potential (and the desire) to succeed in a higher-level role 
or to tackle more advanced work. 

Discussing aspirations with employees will help you to understand whether they 
would like to remain in their current role or whether they want the opportunity to 
progress in their career.

Scenario: Employee is happy in their current role
Your challenge in this scenario will be to make sure they continue 
to get satisfaction in what they do, to keep them motivated and 
continuing to perform excellently. 

Have a conversation with them about what development they 
would find useful and balance this with the needs of your team, 
service or organisation. 

1

Scenario: Employee wants to progress  
to higher level role
In this scenario you can have an open and constructive 
conversation about the employee’s potential. Encourage them to 
think about where they are now, where they want to be and the 
skills and knowledge they will need to develop to get there. 

Where possible offer them development opportunities to help 
them fulfil their potential within your organisation and to retain 
their talent.

2
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Managers in the NHS – refer to your organisation’s policies and processes on 
performance and talent management in the first instance. There may be tools and 
resources to support you to have open and constructive conversations with your 
employees around their potential and their aspirations.

The NHS Leadership Academy also has a free talent management conversation 
toolkit which can support you to have conversations with your employees.

Managers in social care – who have an HR department and polices on 
performance management and talent management should look at these first. 
Other resources to look at include Skills for Care’s Finding and Keeping Workers 
resource and other programmes such as I Care...Ambassadors.

Performance management: an introduction 
(CIPD)

Improving Staff Retention: A Guide For 
Employers (NHS Employers)

Talent management toolkit                                      
(NHS Leadership Academy)

Recruitment and retention (Skills for Care)

I Care...Ambassadors (Skills for Care)

Adult social care vocational qualifications       
(Skills for Care)

Think Care Careers (Skills for Care)

Developing leaders and managers (Skills for Care)

HELPFUL RESOURCES

http://www.leadershipacademy.nhs.uk/resources/talent-management-hub/
http://www.leadershipacademy.nhs.uk/resources/talent-management-hub/
https://www.skillsforcare.org.uk/Recruitment-support/Attracting-people/I-Care-Ambassadors.aspx
https://www.cipd.co.uk/knowledge/fundamentals/people/performance/factsheet#gref
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.nhsemployers.org/publications/improving-staff-retention
https://www.leadershipacademy.nhs.uk/toolkit/
https://www.skillsforcare.org.uk/Recruitment-retention/Recruitment-and-retention.aspx
https://www.skillsforcare.org.uk/Recruitment-support/Attracting-people/I-Care-Ambassadors.aspx
http://www.skillsforcare.org.uk/qualifications
https://www.skillsforcare.org.uk/Careers-in-care/Think-Care-Careers.aspx
https://www.skillsforcare.org.uk/Leadership-management/developing-leaders-and-managers/Developing-leaders-and-managers.aspx
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CONVERSATIONS ABOUT 
PEOPLE PERFORMANCE

Constructive feedback is critical when managing employee 
performance.

The essentials
How you communicate your expectations, provide constructive feedback and recognise good 
performance is essential to effectively motivating your employees.

It can be easy to get caught up in the daily activities of your job and to appear too busy for the 
employees around you. By putting conversations with employees at the top of your ‘to do’ list 
you will: 
 
 show employees that you value them

 increase employee and team morale

  have better outcomes and experiences for people being supported by health and social care 
services

 make a positive difference in organisational performance

  have happier, more engaged employees and possibly lower sickness absence rates.

Open and honest conversations will also help you to get to know your employees, and by 
developing your working relationships in this way you will observe changes in their behaviours and 
their performance at an earlier stage.

How to approach managing an employee who is underperforming is covered in detail in the 
‘managing different types of performance’ section.
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All feedback should be constructive. The purpose of feedback is to reinforce good 
practice or behaviour or to highlight where improvements or changes are needed. 
 

With this in mind, when giving constructive feedback:

 focus on the facts and what you have seen

 give it as soon as possible 

 keep it straightforward

 clarify performance standards and expectations

 motivate the employee to think about what they could do differently.

It may go along the lines of:

GIVING CONSTRUCTIVE FEEDBACK 

Describe what you saw –“I noticed...” 
“I have seen….” and confirm your 

observation with the employee.

Agree a plan – “How do you think you might do this?” 
“How do you want to be supported?” “Let’s talk about 

a few ways you can do this”

Point in the direction of how they can improve – “I 
would like you to….” “You might try….”Describe the consequences 

–“This meant that….” “This caused...”

Encourage self-reflection – 
“What is your view…?”

“What do you think could have 
been done differently?”

“What did you learn from 
that?”

For more 
information 

see the 
‘how do I review 

performance’ 
section. 

Guide on Managing people (ACAS)

Challenging conversations and how to manage them 
(ACAS)

Equality and diversity advice – managing people (ACAS)

Effective supervision: A practical guide for adult social 

care managers and supervisors (Skills for Care)

Having difficult conversations - video (Skills for Care)
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https://www.acas.org.uk/acas-guide-on-managing-people
http://www.acas.org.uk/index.aspx?articleid=3799
http://www.acas.org.uk/index.aspx?articleid=3799
http://www.acas.org.uk/equality
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Managing-people/Supervision/Effective-supervision-guide.pdf
https://www.skillsforcare.org.uk/resources/documents/Support-for-leaders-and-managers/Managing-people/Supervision/Effective-supervision-guide.pdf
https://vimeo.com/484123090
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Not all underperformance will need a formal conversation within the disciplinary 
process. However, it is advisable to keep a note of all conversations you have with 
employees about their performance, in case more formal steps are needed.

In many cases an informal chat is all that is needed to improve employee 
performance. Often being very clear and explicit with an employee about what is 
expected of them can have a positive impact on performance. If you are having an 
informal chat you might choose to take a conversational and relaxed approach. This 
is a decision based on a judgement that only you can make depending on the nature 
of the underperformance. 

As a result of your conversation you may need to put training or support in place for 
the employee, or it may prompt further discussion for example about the health and 
wellbeing of the employee or a disability. 

In some situations, conversations with employees have to take a more formal 
approach. See the ACAS guide ‘Challenging conversations and how to manage 
them’.

If you need to have a conversation of this nature, see the checklist on 
‘how to approach a conversation about underperformance’.

DISCUSSING UNDERPERFORMANCE

http://www.acas.org.uk/index.aspx?articleid=3799
http://www.acas.org.uk/index.aspx?articleid=3799


Discussing concerns 
following a serious incidentFind out more about:

Ways to introduce 
underperformance conversations:

Be prepared with helpful phases like:

Adapted from Northumbria Healthcare NHS Foundation Trust, Managing Difficult Conversations Training
Adapted from Northumbria Healthcare NHS Foundation Trust, 

Managing Difficult Conversations Training

“I have a few concerns and therefore want 
to discuss these with you.”

“In order to move forward can we agree 
the following actions?”

“Can we just examine this issue in more 
detail?”

“In summary, the outcome 
of our discussion is…”

“I want to help and support you as 
much as I can, however in order to 
do this I need to talk to you about 
what is potentially a very sensitive 

issue.”

“This is what I observe…this 
is the effect it is having on the 

department…this is what I need in 
the future.”

“The more you feel able to tell me 
and the better I understand the 

situation the more I will be able to 
help you.”

“The consequences of repeated 
behaviour are...”

“I have a sensitive issue I would like to 
discuss with you.”

“I have something to say 
to you and feel that in 
order to be clear with 
you I will need to be 

quite direct, is that OK?”

“So what I have heard you say is…”

“I don’t understand, can you expand…”

“Tell me more 
about that…”

“I feel that/I 
sense that …”

“Upon reflection, 
I think…”

“I want to help 
you...”



Discussing concerns 
following a serious incidentFind out more about:

Are external agencies such as the police involved? If they are, there may be limits to what you can say 
and do.

Be clear with people that you are using the formal procedures and make sure you understand them 
fully.

Seek support and advice from your line manager or the HR department.

Be clear about how the information you have gathered from employees will be used.

Be clear about the implications of serious or continuous underperformance.

Seek advice about whether a period of suspension is necessary while investigations are carried out.

Your organisation will have clear ideas about what constitutes a serious incident. It will include risks to people who 
use services or other employees and risks to the organisation’s reputation. You need to be aware of what a serious 
incident is in your organisation and what the procedure is for managing and reporting it.

A serious incident must be managed using formal procedures to investigate them. As a manager you will be 
involved in the investigation of the incident and interviewing employees. 

You should bear these points in mind:

For more information, tools and resources see the ‘managing underperformance’ section.

Challenging conversations and how to 
manage them (ACAS)

Equality and diversity advice 
– managing people (ACAS)

Handling discipline and grievances 
at work (ACAS)

Having difficult conversations - video 
(Skills for Care)

Creating a just and learning culture 
(Social Partnership Forum)

HELPFUL RESOURCES

DISCUSSING CONCERNS FOLLOWING A SERIOUS INCIDENT

Following a serious incident, it is important to learn from what went wrong. Creating a just and learning 
culture is a collection of resources from the Social Partnership Forum that will help managers and staff to 
share learning in these instances. 

http://www.acas.org.uk/index.aspx?articleid=3799
http://www.acas.org.uk/index.aspx?articleid=3799
http://www.acas.org.uk/equality
http://www.acas.org.uk/equality
http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=2179
https://vimeo.com/484123090
https://www.socialpartnershipforum.org/articles/creating-just-and-learning-culture
https://www.socialpartnershipforum.org/articles/creating-just-and-learning-culture
https://www.socialpartnershipforum.org/articles/creating-just-and-learning-culture


Discussing concerns 
following a serious incidentFind out more about:

saying thanks for a job well done

giving praise for solving a problem

congratulating and acknowledging achievements

having discussions about career development 

recognition of desired values and behaviours.

PRAISING THE POSITIVE

Praising your employees is a must and should never be overlooked. Active 
performance management is about the things that have been done well, as well as 
encouraging performance improvements. 

Conversations about good performance can have a big impact on employee morale, 
motivation and engagement and potentially on the people receiving care and support.

When was the last time you showed genuine appreciation for an employee’s 
contribution at work? 

Positive conversations about performance could include:

HELPFUL 
HINTS

Your praise should always be genuine: an individual thanks will be 
more appreciated than blanket praise.

Your comments could be informal and should be as frequent as 
appropriate. 

Be spontaneous with your appreciation; show praise in the moment 
when you see employees doing something good. 

Be mindful of the ways in which employees will prefer to receive 
praise – some will not appreciate the ‘limelight’ of other team 
members being around.

It is important not to focus your praise only on big achievements; 
recognising the day-to-day contributions of consistently well-
performing employees is just as essential.



Discussing concerns 
following a serious incidentFind out more about:

When to give praise
Giving praise can be a spontaneous comment in the moment when you see an 
employee doing something good. The benefit of this type of praise is that it is given at 
the same time as the success or positive behaviour. 

It may go along the lines of:

Praise can also be more formal and reflective, for example during a performance 
review meeting or a one-to-one (supervision) meeting, where you may want to talk 
about achievements and discuss: 

 what went well?

 what did they do?

 how did they do it?

 why did they do it?

 how did they feel when doing it?

 what have they learned?

 show your appreciation and reinforce their achievement.

Record praise in writing. This can be helpful when you are preparing 
for annual performance reviews and looking for success and examples 
of good practice.

For further support, information, tools and resources see the 
‘how do I review performance’ section.

 “It really helped me/I’m happy to see that and I feel…”

Describe the impact

Describe what you saw

“I noticed that you…”

Show appreciation with genuineness

“Thank you. It is really appreciated.”



Scenarios:

SCENARIO ONE
MANAGING 

UNDERPERFORMANCE 
(CONDUCT)



Scenarios:

Barbara had been in post for a number of years when a new manager was assigned 
to the department. The manager found Barbara had, for a long time, been left to her 
own devices. Barbara was not meeting her objectives and had been spoken to on a 
number of occasions about her not completing routine duties. Other performance 
concerns included not being polite or helpful to relatives and visitors. There were 
also a number of low level complaints about her attitude over a number of years. 
Her colleagues often said “That’s just how Barbara is, she is grumpy by nature.”

How do you manage an employee like Barbara?

Don’t delay - start taking action
Use your observations to make a list of the specific problems that are evident from 
Barbara’s performance at work, and the reasons why they are not acceptable. 
Ask yourself:

 How serious is the problem?

 How long has the problem existed?

  How significant is the difference between what is expected  
of the role and what is being done by the employee?

Make sure you know what might be causing Barbara’s 
poor performance
In the first instance, use your one-to-one (supervision) meetings to discuss your 
concerns informally and to allow Barbara the opportunity to give her perspective. 
Check to make sure there is nothing at work or at home that is impacting on 
Barbara’s performance, such as bereavement or health concerns or working 
relationships.

Express your concerns and record them, together with Barbara’s 
responses
Help Barbara to deal with anything affecting her performance, be supportive but 
also clear that her standard of performance is not where it should be. If there are 
no extenuating circumstances then be clear and objective with your feedback, focus 
on behaviours (and your observations) and not her personality. Inform Barbara that 
her performance is not at the right standard and attempt to  jointly agree an action 
plan for improvement. Ensure that all your conversations about performance with 
Barbara are documented and agreed with Barbara in case you need to take more 
formal action in the future.

MANAGING UNDERPERFORMANCE (CONDUCT)



Scenarios:

Help put performance back on track 

Suggest a plan of support in areas where Barbara is not currently meeting 
expectations. This could involve training, coaching, mentoring, shadowing or a 
mixture of these. 

Be clear why the further development is needed and what success will look like 
at the end of the plan (e.g. clinical standards being met, patient care improved). 
Support Barbara to embed her learning by meeting with her and discussing what 
she has learned and wants to put into practice and ask how you can help further.

It is important to agree SMART objectives to assess Barbara’s performance in a 
measureable way.

For example:

  hand gel dispensers should be stocked at all times and checked at 9am, 1pm 
and 5pm every day

  100 per cent of people being cared for, relatives and visitors should 
be greeted with a smile 

  always introduce yourself to patients with “Hello my name is Barbara”, and an 
explanation of why you are there and what you are about to do.

Barbara should be made aware that if she is unable to meet the action plan, formal 
disciplinary action may need to be commenced.

Help is at hand for managers 

If you have HR support they can work with you to plan and commence a formal 
conduct process. Check your managing performance procedures if you have 
them, and look at the performance or conduct section. 

If you don’t have an HR department or formal policies in place, consider other 
sources of support, for example, there may be a senior manager or director you 
can seek advice from in your organisation. There are also a range of external 
organisations who can offer support and guidance to managers, such as ACAS.

I can but I won’t – I want to but I can’t?
If there is no improvement following your action and attempts to support 
Barbara, then it’s time to take formal action. Is Barbara’s poor performance as 
result of:

 her attitude “I can but I won’t” (conduct) 

  her ability “I want to but I can’t” (capability) - for example may be due to a lack 
of knowledge or skills, a disability for a learning difficulty.

This will tell you which procedure to follow. We will assume that for Barbara the 
problem is conduct. 

http://www.acas.org.uk
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Follow your procedures to the letter; if you don’t have a specific 
procedure then this is what you could do: 

Arrange a performance improvement meeting
Discuss your concerns more formally and ensure Barbara is clear 
about what the problem is and:

 why it is a problem

  how it impacts on colleagues, patients and the organisation or 
service

  why there is a concern and the consequences if her performance 
does not improve

  refer to specific examples, and previous attempts to support 
Barbara 

 agree a plan of action for improvement

  monitor Barbara’s performance against the action plan 
and continue to offer regular feedback

  give Barbara a reasonable timeframe for improvement, 
say over two or three months with regular review meetings

 keep a record of all meetings.

If Barbara’s attitude does not improve then you may find it necessary 
to proceed to a formal disciplinary hearing. You should follow the 
advice set out in the ACAS Code of Practice on disciplinary and 
grievance procedures.

For more information, tools and resources see ‘managing underperformance’

What if?

Barbara meets the action plan?
  Continue to hold regular one-to-one supervision meetings and monitor these. 

  Be appreciative of the improvement, but advise Barbara that if her performance is not sustained and 
starts to drop back again in the next six months she will be back on the performance improvement 
action plan.

Barbara mostly meets the action plan?
  Consider if you can allow a short (up to one month) extension to complete it. Carefully consider the 

effect on patients, services and colleagues.

Barbara has not changed her level of performance?
  Consider that you may find it necessary to proceed to a formal disciplinary hearing. You should follow 

the advice set out in the ACAS Code of Practice on disciplinary and grievance procedures. 

Barbara complains that her new manager is bullying her?
 Consider if this can be dealt with informally through a discussion with Barbara to resolve the issues.  
 Mediation services can also be helpful. Be sure to make Barbara aware of support available to her, for  
 instance she could speak to a trade union representative, seek help from a trusted colleague or access  
 other staff support services.
  If the complaint cannot be resolved informally, all organisations should have procedures for handling 

grievances. Seek guidance from HR or other sources of support to make sure you follow procedures 
properly and fairly.

  It may be necessary to suspend the performance management process until the grievance has been 
independently investigated and resolved. You should follow the advice set out in the 
ACAS Code of Practice on disciplinary and grievance procedures.

http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=2179
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-people/Supervision.aspx
http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=2179


Scenarios:

SCENARIO TWO
SICKNESS ABSENCE



Scenarios:

Chris has worked in the health and social care sector for over 20 years, and has 
previously held some senior positions, such as team leader. Chris joined your 
organisation two years ago after being made redundant from his last job, and now 
works in the role of healthcare assistant.  

Chris’ performance in his role started off as average, but following a major team 
restructure six months ago, his standards seemed to dramatically slip, leading to 
two serious complaints from patients, and numerous instances of Chris’ colleagues 
complaining to managers about his mistakes and lack of contribution to the team. 

Following an investigation into the latest complaint from a patient, Chris was invited to 
a formal disciplinary meeting in line with the organisation’s procedures. Chris called in 
sick two days before the meeting, and has subsequently provided a medical certificate 
from his GP confirming he is suffering from stress and as such is likely to be off work 
for at least another six to eight weeks.

How do you manage an employee like Chris?

Don’t delay, take appropriate action 

The medical certificate confirms that Chris has a genuine medical reason to be away 
from work on long-term sick leave. You will need to make a judgement on whether 
to proceed with the formal performance management process without delay whilst 
recognising his right to put his case forward. This judgement should take into account 
the nature of his illness. Chris is not fit to work, but he may still be fit enough to attend 
a disciplinary meeting. You will need to consider if any reasonable adjustments should 

be made – such as visiting him at home or at a neutral location in order to facilitate his 
attendance or conducting the meeting by telephone.

In this instance Chris is not well enough to attend a disciplinary meeting, so you 
will need to put the performance management process on hold temporarily. It is 
important to clarify for Chris that it is a temporary postponement rather than a 
cancellation of the meeting while he gets better. Remember that although there may 
be concerns about his performance at work you still need to act as a good employer 
with regards to his health and welfare and to treat him with dignity and respect in your 
communications with him as he recovers.

Initiate the absence management policy if you have one and follow that process. 
If there is no formal policy in place, your organisation should have some form of 
guidance in place regarding staff absence. This scenario has the potential to lead to 
a situation where Chris is ultimately dismissed because of absence. However, if he 
returns to work the performance management process should be resumed. 

An episode of absence, whether due to stress or any other condition, cannot be 
used as justification to avoid or mishandle a performance issue that puts patients or 
services at risk. However, you must balance this by acting fairly and reasonably in the 
circumstances.

AN EMPLOYEE GOES OFF SICK JUST AS THE FORMAL 
PERFORMANCE PROCESS IS TO START OR HAS STARTED

Scenarios:

https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace


Scenarios:

Keeping in touch and record keeping 

You need to respect the fact that Chris is currently unwell. Any contact made with 
Chris to enquire about his health or recovery needs to stick to that purpose. For 
example, you might make a weekly courtesy call to Chris to enquire about his health, 
but you should not use the opportunity to start talking about the disciplinary matter. 

As this situation develops, all your communications with Chris – whether formal 
or informal, need to be recorded. If you have an HR department they will be able to 
provide advice to help you. If you do not have HR support or an occupational health 
team, it is your duty as Chris’s manager to keep accurate and appropriate records.

Help put performance back on track
If and when Chris does return to work, a phased return or other occupational health 
support may be required. NHS Employers’ Managing Sickness Absence toolkit can be 
used to manage Chris’ sickness as well as support him in his return to work.

 If you don’t have occupational health support then you could write 
to Chris’s GP for a medical report. The Access to Medical Reports 
Act 1988 allows you to do this and ACAS can give advice on 
drafting the letter and provide a template on their website. There 
will be a charge for the report which you need to pay. Chris will 
have to give his permission in writing for you to ask for a report 
and has a right to see the report that is written about him.

Chris can resume his duties, or otherwise at an agreed time shortly after his return to 
the workplace. 
 
Once Chris is declared fit to be at work, your focus needs to shift back to the 
performance-related issues, which may involve focusing on objective-setting, learning 
and development or a further progression or escalation of the formal performance 
management process.

Summary
From a manager’s perspective, this scenario may be frustrating. You may even have 
suspicions that the timing of the sickness absence is a deliberate means for Chris to 
avoid the disciplinary process. However, you must ensure you act fairly and reasonably, 
stay professional, use fact and evidence, not unproven suspicions and respect any 
authorised sickness absence. It may be that Chris is experiencing a mental health 
condition that requires empathy and support from you as his manager. Remember what 
your objectives are: a resolution of the performance issues and for Chris to get better 
and return to work. Refusing to acknowledge the illness or trying to fight against the 
enforced absence could ultimately prevent you from achieving these objectives and lead 
to claims of unfair treatment, including bullying and harassment.

See the NHS Staff Council’s Health, Safety and Wellbeing Partnership Group’s 
infographic on tackling bullying in the NHS.

You should also be aware that some illnesses including mental illness may be defined 
as a disability and lead to a legal complaint of discrimination under the Equality Act if not 
handled correctly. For more information see the Equality Act guidance from the Equality 
and Human Rights Commission and see NHS Employers’ dedicated disability support 
web pages.

Depending on the severity of the concerns that led to the need for a disciplinary 
meeting and the extent of any immediate safeguarding or patient care risks, a decision 
may be taken that the disciplinary process needs to be completed immediately before 

QUICK 
TIP

For more information, tools and resources 
see ‘managing underperformance’

https://www.nhsemployers.org/sickness
http://www.acas.org.uk/index.aspx?articleid=1438
https://www.nhsemployers.org/case-studies-and-resources/2020/08/tackling-bullying-in-the-nhs-infographic
https://www.equalityhumanrights.com/en/disability-advice-and-guidance
https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability
http://www.nhsemployers.org/your-workforce/retain-and-improve/staff-experience/health-work-and-wellbeing/sustaining-the-momentum/health-and-wellbeing-metrics%20
https://www.nhsemployers.org/articles/evidence-based-approaches-workforce-wellbeing
https://www.nhsemployers.org/articles/evaluating-your-health-and-wellbeing-programme
https://www.nhsemployers.org/articles/evaluating-your-health-and-wellbeing-programme
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SCENARIO THREE
CONDUCT OR CAPABILITY



Scenarios:

You manage a long-serving support worker called Shona. Up until two years ago Shona had been a very dedicated and trustworthy employee. However, over the last two years 
Shona has become a very difficult employee to manage.

If you ask Shona to undertake tasks that she considers to be beneath her, such as cleaning, she refuses stating that it is not in her job description. Shona will do only the absolute 
minimum amount of work necessary; you often find her sitting down flicking through the pages of gossip magazines when she is on duty. Shona has recently decided to become a 
vegetarian and has started to tell people being supported by the service that they “should not be eating dead animals”.

You also notice that Shona is swapping shifts with other staff members and that she prefers to work later in the day. On a couple of occasions when she was on the early shift 
Shona was half an hour late for work and the night staff had to stay on after a busy night for her to arrive.

How would you manage Shona?

The questions you need to ask yourself
Has anything happened at work or home that could explain or partly explain Shona’s 
failing performance at work? For example: 

  Has the content of Shona’s job changed in the last two years?

  Have the needs of the people being supported by the service changed in the 
last two years; for example, more acute or more complex needs?

  Are you aware of anything outside work that might affect Shona’s ability to do 
her job?

 

 

 Does her sickness absence reveal an underlying health problem?

  Look back over the period when Shona’s attitude and performance started to 
decline and read supervisions and appraisals: are there any clues there?

 Is Shona adequately supported to deliver her role?  

 Has she had the appropriate training?

 How are Shona’s working relationships? Is there any indication of bullying or   
 harassing behaviour?

DIFFERENTIATING BETWEEN CONDUCT AND CAPABILITY



Scenarios:

Don’t delay: take action
Plan to meet with Shona to discuss the changes you have noticed in her work 
performance. Have the facts about these changes at your fingertips, including all her:

 sickness absence

 late arrivals at work

 dates and times of inappropriate conversations with people.

Ask her why she thinks these changes in her work performance have come about 
and allow her time to respond and then decide on whether it is a question of her 
conduct or capability.

If its conduct (I can; but I don’t want to) - Agree a performance improvement plan 
and be clear about what has to improve and by when. Agree the support you will put 
in place to help her succeed and what monitoring you will undertake. Explain clearly 
the consequences of failing to improve.

If it’s capability (I want to,but I can’t), you will need to consider:

 What is it that is preventing Shona from doing the job? 

 Is there a lack of clarity in her role?

 Is she unclear about your expectations of her?

 Does she need some training or other support?

You need to provide the support to address the need and then set a timetable for 
performance improvement with a clear statement of what success will look like and 
how her performance will be monitored monitored. Shona should be made aware 
that if she is unable to meet the action plan, formal disciplinary action may need to 
be commenced.

There could be circumstances outside work, such as a complex domestic situation or a 
long-term health problem (physical or mental). In this case you need to be much more 
creative. Your role is to assist the employee to return to full performance. However, 
you may need to refer to other services where help can be obtained, adjust her rota on 
a temporary basis (be clear how long temporary is) or make reasonable adjustments 
to her duties. You can access advice from the ACAS website. Other useful links here 
might include Access to work and the Equality Act.

https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace
http://www.acas.org.uk/
https://www.gov.uk/access-to-work/overview
https://www.equalityhumanrights.com/en/advice-and-guidance/equality-act-guidance
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What if?

Shona meets the action plan?
  Go back to regular one-to-one supervision meetings but continue to monitor. 

  Be appreciative of the improvement, but advise Shona that if her performance drops back again 
in the next six months she will be back on the performance improvement action plan.

Shona mostly meets the action plan?
  Consider if you can allow a short (up to one month) extension to complete it. 

 Carefully consider the effect on patients, services and colleagues.

Shona has not changed her level of performance? 
  Consult your HR team / proceed in line with your organisation’s policies and 

procedures which might involve the next step being a formal disciplinary hearing. 

  You should follow the advice set out in the ACAS Code of Practice on 
disciplinary and grievance procedures.

Reflect...

Is there anything Shona’s manager could have done to prevent 
this scenario? For example:

  Could a performance conversation have taken place 
sooner with Shona?     

  Was Shona clear about what she was doing and why, 
was she fully knowledgeable, skilled and developed to 
be able to carry out her work?

  Was Shona’s contribution acknowledged when she was 
performing well?

For more information, tools and resources 
see ‘managing underperformance’

If you have HR support they can work with you to plan and commence formal processes. Check your managing performance procedures if you have them, and look at the 
performance or conduct section.

Follow your procedures to the letter. Procedures can be contractual and not following the procedure could lead to a breach of contract.

If you don’t have an HR department or formal policies in place, consider other sources of support, for example, there may be a senior manager or director you can seek advice from 
within your organisation. There are also a range of external organisations who can offer support and guidance to managers, such as ACAS.

HELPFUL 
HINT

https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-people/Supervision.aspx
http://www.acas.org.uk/index.aspx?articleid=2174
http://www.acas.org.uk/index.aspx?articleid=2174


Scenarios:

SCENARIO FOUR
ATTITUDE ADJUSTMENT



Scenarios:

How would you manage an employee like Meena?

Don’t delay - start taking action
It is important to reach your own conclusions about Meena’s performance based on 
facts and evidence. Use your observations to make a list of the specific problems that 
are evident from Meena’s attitude at work, and the reasons why it is not acceptable. 
While it is good that Meena appears to be committed towards the individual patients 
she sees, her attitude is obviously impacting on the rest of the team and therefore 
will be affecting overall team performance. The negative implications for service 
performance and patient experience need to be addressed by you as Meena’s 
manager.

Record your concerns and Meena’s responses
In the first instance, use your one-to-one (supervision) meeting to discuss 

concerns informally and to allow Meena the opportunity to give her perspective. Be 
understanding of Meena’s personal learning and development needs, which may be 
quite different to other colleagues’. For example, you could ask Meena what she thinks 
she could do to make her last year at work a really memorable one and jointly agree 
an action plan for improvement. 
 
A firm but collaborative approach could be beneficial for you.

Help Meena to understand how her lack of interest and perceived disregard for the 
whole team is affecting the team’s performance. Make sure you focus on Meena’s 
attitude (and your observations) and not her personality. Ensure that all your 
conversations about performance with Meena are documented in case you need 
to take more formal action in the future. Copies of the records you make of your 
conversations should be shared with Meena.

DEALING WITH A SITUATION WHERE ATTITUDE ADJUSTMENT 
IS NEEDED FROM AN EMPLOYEE

Meena has been a community mental health nurse for fifteen years and is a firm advocate of hard work and commitment to patients. She is consistently up to date with all her 
mandatory training, manages her fair share of the team’s caseload and is a very experienced and knowledgeable member of staff. Meena is due to have her appraisal in the next few 
weeks, is at the top of her pay band and has indicated that she would like to retire in the next year or so.  

Meena views the next year or so as a ‘count down’ to retirement, is not engaged in the appraisal process, and sees no value in any form of objective setting. Meena believes her 
patients are her priority and this is where her focus remains, sometimes to the detriment of colleagues around her.

Meena is not viewed as a team player by her colleagues and has become known to be un-cooperative and unsupportive and this gives cause for concern for her line manager. 
Although Meena is committed to her patients, her attitude towards her colleagues is known to be a disruptive factor and is affecting the work of other team members.



Scenarios:

Help put performance back on track 

Inform Meena in advance of your annual performance review meeting (appraisal) that 
you will be agreeing SMART objectives that will encourage her to feel a more integral 
and valued member of the team. In preparation for the meeting, start to compile a list 
of short-term actions that could help Meena have a good appraisal. Also ask Meena 
to come prepared with her thoughts on how she thinks the previous review period has 
gone and with ideas about what she would like to achieve in the period ahead, so you 
can agree motivating goals and objectives. 

Meena clearly has some significant strengths – she is very experienced, works hard 
and keeps up-to-date with her mandatory training. Be sure to acknowledge and praise 
these underlying positives in your conversations about her performance.

If Meena’s attitude does improve - Consider ways to continue encouraging the 
desired attitude and to increase Meena’s contribution to the team. Is she willing 
to share her vast experience by becoming a mentor for newly qualified or less 
experienced staff?

If Meena’s attitude does not improve - It is time to take more formal action. 
If you have HR support they can work with you to ensure you follow your 
organisation’s procedures. If you do not have HR support, consider other 
sources of support: there may be a senior manager or director you can seek 
advice from. There are also a range of external organisations who can offer 
support and guidance to managers for example, ACAS.

Follow your organisation’s procedures exactly. If you don’t have specific procedures 
then this is what you could do:

Arrange a formal performance improvement meeting

Discuss your concerns more formally and ensure Meena is clear about:

 what the problem is

 why it is a problem

 how it impacts on colleagues

  why there is a concern and the consequences if her attitude 
does not improve.

Refer to specific examples, and previous attempts to support Meena. Agree a plan of 
action for improvement and monitor Meena’s performance against the action plan, 
while continuing to offer regular feedback. Give Meena a reasonable timeframe for 
improvement, say over two or three months with regular review meetings.

http://www.acas.org.uk/index.aspx?articleid=1461
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What if?

Meena meets the action plan?
  Go back to regular one-to-one (supervision) meetings and continue to monitor.

  Be appreciative of the improvement, but advise Meena that if her performance drops back again 
in the next six months she will be back on the performance improvement action plan.

  Consider ways to continue encouraging the desired attitude and to increase Meena’s contribution 
to the team. Looking ahead to Meena’s retirement, how can you share her vast experience with 
newly qualified or less experienced staff in order to maintain the quality of care when Meena 
retires.

Meena mostly meets the action plan?
  Consider if you can allow a short (up to one month) extension to complete it. Carefully consider 

the effect on patients / services and colleagues.

Meena has not changed her attitude and continues to affect the performance of 
colleagues? 
  Consult your HR team / proceed in line with your organisation’s policies and 

procedures which might involve the next step being a formal disciplinary hearing. 

  You should follow the advice set out in the ACAS Code of Practice on 
disciplinary and grievance procedures.

Reflect...

Is there anything Meena’s manager could have done to prevent 
this scenario? For example:

  In the past has Meena’s contribution been recognised, 
acknowledged and rewarded to make her feel valued 
and part of the team?

  Have poor past experiences led to Meena’s lack of value 
in the formal performance review (appraisal) process? 

  Could a performance conversation have taken place 
sooner with Meena, to prevent her attitude affecting the 
work of other team members? 

For more information, tools and resources 
see ‘managing underperformance’

http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=2179


Scenarios:

SCENARIO FIVE
ACTING QUICKLY



Scenarios:

Don’t delay - start taking action 

Compile a list of the three to five most common examples of Olu’s performance that 
are giving you cause for concern, investigate them as far as possible to discover what 
happened and why. 

Record your concerns and Olu’s responses 

Use supervision (one-to-one) meetings to discuss your concerns and to make sure 
there is nothing at work or at home that is impacting on his performance, such as 
bereavement or health concerns or working relationships that aren’t working. If 
he is regularly cancelling supervision meetings, book them in advance and put the 
responsibility on him to reschedule, as regular supervision is a requirement of his 
role. This could be one of his targets.

Encourage Olu to deal with anything affecting his performance, be supportive but 
also clear that his standard of performance is not where it should be. If there are no 
extenuating circumstances then be clear and objective with your feedback, focus on 
behaviours not personality. 

Inform Olu that his performance is not at the right standard, set and monitor 
objectives to address poor performance and make sure they are SMART, for example:

 complete the communication book at the end of every shift

  ensure that Yvonne (a person Olu supports) is able to regularly attend the craft 
club she enjoys every Wednesday morning by planning your time so that you  
help her get ready for the community bus at 10 am.

Record keeping
Record in supervision meeting notes that Olu’s performance is not up to standard. 
Take time to observe Olu’s professional practice with colleagues and people being 
supported and feed back to him what you have seen. Share any supervision notes with 
him so that there are ‘no surprises’ later if it becomes necessary to take formal action.

ACTING ON PERFORMANCE WHICH IS A CAUSE 
FOR CONCERN QUICKLY AND DIRECTLY

Olu had been recently recruited and confirmed in post as a care assistant. When his manager returned from maternity leave she found he had been left to his own devices for a long 
time. He often failed to attend training and cancelled supervisions. His written communication was poor and his willingness to go beyond his job description was limited to say in the least. 
Other performance concerns included not being proactive enough to order maintenance to attend the service, support plans not being read and the communication book not updated 
with information on the people he supported except when he could remember to do so.  

How do you manage an employee like Olu?

https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-people/Supervision.aspx
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Help put performance back on track 

Suggest learning and development solutions such as training, coaching or mentoring in 
areas where Olu is showing a lack of skill and knowledge. Be clear why the additional 
support is needed and share with him what success will look like by the end of 
it. Support Olu to embed his learning by meeting with him and discussing what he has 
learned and wants to put into practice and ask how you can help.

I can but I won’t – I want to but I can’t? 

If there is no improvement then it’s time to get formal. Is Olu’s poor performance as 
result of:

 his attitude “I can but I won’t” (Conduct)?

 his ability “I want to but I can’t” (Capability)?

This will tell you which procedure to follow. We will assume that for  
Olu it is capability.

Help at hand for managers 

If you have HR support they can work with you, if you don’t then it’s time to call on 
your line manager to support you. Check your disciplinary procedures and look at the 
performance or capability section of it. There should be something about performance 
improvement planning.  

Follow your procedures to the letter; if you don’t have a specific procedure then this is 
what you do:

Arrange a formal performance improvement meeting

  Call a formal meeting and address your concerns, describe the gap in 
performance – making use of those specific examples – refer to supervisions and 
other support used to help get Olu up to standard.

  Set a performance improvement plan that sets out what is to be achieved and 
by when, what support will be put in place for example, increased supervisions, 
shadowing, etc, and – crucially – the consequences for Olu if the desired 
improvement is not achieved.

  Provide Olu with a reasonable timeframe for example, a maximum 
of three months to deliver to the plan.
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What if?

Olu meets the action plan?
  Put Olu back to monthly supervisions and continue to  

monitor his performance.

  Be appreciative of the improvement but advise Olu that if his performance 
drops back again in the next six months he will be back on the performance 
improvement plan. 

Olu mostly meets the action plan?
  Consider a short (up to one month) extension to complete it.

Olu has not changed his level of performance? 
  Consult your HR team / proceed in line with your organisation’s policies and 

procedures which might involve the next step being a formal disciplinary 
hearing.

  You should follow the advice set out in the ACAS Code of Practice on 
disciplinary and grievance procedures.

For more information, tools and resources 
see ‘managing underperformance’

http://www.acas.org.uk/index.aspx?articleid=2179
http://www.acas.org.uk/index.aspx?articleid=2179
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SCENARIO SIX
MANAGING 

PERFORMANCE OF 
AN EMPLOYEE WITH A 

DISABILITY



Scenarios:

Don’t delay - start taking action 

All employees should be encouraged to look after themselves physically and mentally. 
Where you have cause for concern about an employee, or reason to believe they may 
have a disability which is having an impact on their performance, it is your duty as a 
manager to act. Have an open and honest conversation with Jordan, perhaps discuss 
what he can do to improve his work and achieve the right standards. Be understanding 
of Jordan’s personal learning and development needs, which may be quite different to 
those of his colleagues.  

You could also discuss with Jordan the possibility of making contact with Dyslexia 
Action or the British Dyslexia Association for specialist help and advice. They can 
provide a dyslexia assessment for Jordan; this will help you both to make decisions 
about how best he can be supported at work.

Help put performance back on track
You should support employees with mental health or learning disabilities in the same 
consistent way that you would physical health problems. It is likely that Jordan’s 
dyslexia is a disability – in other words, it affects his ability to carry out his day-to-day 
activities and is long term. Therefore, you will have to consider making reasonable 
adjustments to help him stay in work. You may also need to monitor Jordan’s 
workload a little more closely, to ensure that what he is expected to deliver is realistic 
within the timescales available and he has appropriate support. 

A government Access to Work grant can help to provide practical support for people 
with a disability, health or mental health condition to help them stay in work. For 
example, in this situation you could help Jordan apply for a grant to provide coaching 
sessions or computer software to make it easier for him to read text and reduce 
mistakes in his writing.

MANAGING PERFORMANCE OF AN EMPLOYEE WITH A DISABILITY
Jordan is part of a team whom you manage and you are concerned about him. Jordan has missed three out of four deadlines, he has also produced reports that are poorly written, 
containing spelling and grammatical mistakes. When you talk to Jordan about his work he becomes very upset and he tells you that it had been suggested to him at college that he might 
be dyslexic. He scraped through college and has never had an assessment for dyslexia.

How do you manage an employee like Jordan?

https://dyslexiaaction.org.uk/
https://dyslexiaaction.org.uk/
https://www.bdadyslexia.org.uk/
https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace
https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace
https://www.gov.uk/access-to-work
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For more information, tools and resources 
see ‘managing underperformance’

Help at hand for managers
If you have HR support they can work with you to plan and introduce reasonable 
adjustments. Check your organisation’s managing performance procedures if 
you have them, and follow them to the letter.

If you don’t have an HR department or formal policies in place, consider other 
sources of support. There may be a senior manager or director you can consult 
within your organisation. There are also a range of external organisations that 
can offer support and guidance to managers, such as ACAS and organisations 
that specialise in particular medical conditions or disabilities.

Make sure you manage performance fairly
You must ensure you manage underperformance due to disability fairly and 
consistently. Reasonable adjustments is an area that sometimes causes 
concern for managers due to the requirements of the Equality Act. However, if 
you discuss reasonable adjustments openly, seeking advice where necessary 
from occupational health or other experts, then this should help you handle the 
process with confidence.

http://www.acas.org.uk/index.aspx?articleid=1461
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SCENARIO SEVEN
MANAGING 

UNDERPERFORMANCE 
DUE TO HEALTH



Scenarios:

Don’t delay - start taking action 

All employees should be encouraged to look after themselves physically, emotionally 
and mentally. Where you have cause for concern about an employee, or reason to 
believe ill-health is having an impact on them or their team’s performance, it is your 
duty to act. Frequent short-term sickness absence can be disruptive to teams and 
services. It can also indicate a bigger problem for the employee or wider problems 
within your team, so it is important for you to take action.

Look for patterns in Magda’s absence – is there a collection of Fridays or Mondays or 
days after a bank holiday? Also look for themes in the reasons she gives for absence 
and review any fit notes for recurring information. 

Help put performance back on track
Put yourself in Magda’s shoes and think about how you might feel and what you would 
want your manager to say and do. Discuss what you have noticed with Magda and 
try to find out if there are any underlying causes for her absence. You should take a 
supportive but firm approach in your conversations with Magda. Keep in mind that she 
may be nervous about meeting with you. It might be the first time a manager has ever 
asked to speak to her about this; she might even sense she is at risk of losing her job.

Just having an informal conversation may be enough to alert Magda to the need to 
address any underlying causes of her underperformance. Perhaps discuss how she is 
looking after her health and wellbeing and refer her to any initiatives your organisation 
offers, for example, counselling, weight management, exercise classes or discounts 
for gyms.

HOW TO MANAGE UNDERPERFORMANCE 
DUE TO ILL HEALTH OR HEALTH ISSUES

It is December and Magda has had four episodes of sick leave so far this financial year. Sickness has occurred in April, June, September and December (one week ago), each 
episode lasting between three to four days. Magda appears to be struggling with some of her duties when she is at work, and there are gaps in her understanding of certain team 
processes. From overhearing conversations you know that some team members don’t like working with Magda, and she is thought of as being unreliable due to her frequent 
absences.

How do you manage an employee like Magda?



Scenarios:

What if no underlying issue is evident?  
You should be clear with Magda that her attendance needs to improve, how this will be measured, and 
the consequences if it does not. Monitor the situation and agree trigger points towards more formal 
action.

What if there are underlying health problems (or this is suspected)?
You might uncover an underlying physical or mental health problem, difficulties within the team or a 
problem with the working environment. Putting the right support in place early, for example referring 
Magda to occupational health services or physiotherapy, can help to minimise any potential future 
absence. 

Magda may be able to continue working, however if her health condition is classed as a disability, then 
the Equality Act requires you to consider any reasonable adjustments that could be made to assist 
Magda’s continuing employment, such as allowing time for medical appointments, reduced duties, 
change in hours, extra training or modified equipment. 

See NHS Employers Everything you need to know about sickness absence toolkit for more detail.

Make sure you manage performance fairly 

You must ensure you manage employee underperformance due to health fairly and consistently 
regardless of age, disability, gender reassignment, marriage and civil partnership, pregnancy and 
maternity, race, religion and belief, sex or sexual orientation. 

Reasonable adjustments for employees who have a disability is an area that sometimes causes 
concern for managers due to the requirements of the Equality Act. To help you handle the process 
with certainty, you should discuss reasonable adjustments openly, seeking advice where necessary 
from occupational health or other experts.

Reflect...

Is there anything Magda’s manager could have done 
to prevent this scenario? For example:

  Could problems have been spotted earlier 
by keeping accurate records of sickness 
and regularly reviewing absence history?

  Was a return to work interview conducted 
with Magda? 

  Why were concerns from team members 
not formally reported? Has Magda’s manager addressed 
the apparent team culture of gossiping and whispering 
about colleagues?

  Did Magda’s manager proactively discuss 
health and wellbeing in supervision meetings 
and encourage her to be aware of looking 
after herself physically and mentally?

  Did Magda’s manager lead by example by following 
policies and taking breaks etc?

For more information, tools and resources 
see ‘managing underperformance’

https://www.nhsemployers.org/retention-and-staff-experience/health-and-wellbeing/action-on-sickness-absence/everything-you-need-to-know-about-sickness-absence
https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace
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SCENARIO EIGHT
STARTING THE PPM 
CONVERSATION IN A 

LARGE ORGANISATION
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STARTING THE PPM CONVERSATION IN A LARGE ORGANISATION

You have just been appointed as the ward sister on Rosemary Ward which specialises 
in patients with heart conditions. The ward is situated in one of three hospitals run by 
an NHS trust. The trust has more than two million patient contacts a year and employs 
around 12,000 employees.

The hospital nursing director has briefed you about historic problems with leadership 
and management of Rosemary Ward, for instance she shares with you examples of:

  staff not following the latest best practice

  inadequate supervision and support for newly qualified or less experienced 
employees

 employees not feeling as engaged as they wanted or needed to be.

You have been asked to improve the performance of the team and standards of care.

How will you approach the management of performance 
on Rosemary Ward?

Don’t delay - start taking action
Start by finding out what mechanisms and processes already exist in the organisation 
to provide structure to your conversations about performance with staff on Rosemary 
Ward. For instance, you should familiarise yourself with your organisation’s systems 
and procedures for formal performance appraisals and supervision meetings.

 Look back

  What was done to manage employee performance in the past? 

  How it was done? 

 Look forward

  Can you identify any areas for improvement?

    What changes do you need to make to systems, processes 
or team culture?

Follow procedures to the letter but look for other opportunities 

Be sure to follow your organisation’s policies and procedures to the letter, and seek 
support and advice from the HR department.

Think about other day-to-day opportunities (outside of the formal performance 
management processes) to maintain or improve employee performance on Rosemary 
Ward; for example, through regular feedback and informal reviews of performance. 
It’s helpful to view performance management as a two-way, open and honest 
conversation that goes on throughout employment.

https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-people/Supervision.aspx
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Be a leader and role model 
You think that it is important you work alongside team members as a role model and 
mentor. You see that developing clinical competences and leadership skills within the 
team as a priority, as well as ensuring that the caring culture expected of the team is 
being maintained.

You decide that you need to take a more supervisory role and not be office bound, 
which happened with the previous ward sister. You are going to ensure that you know 
about the care plans relating to every patient on your ward and that you will be visible 
and approachable to patients and staff alike.

What is performance management? Why it is needed?
To encourage the support and engagement of the team for the changes you are going 
to make, you need to be able to clearly explain what performance management is 
and what the benefits are to the Rosemary Ward team, and particularly why it’s a 
benefit to patients. 

You are not going to do it alone; you have sought support from colleagues, your 
manager and other relevant sources of support such as your HR department.

How will you manage unsatisfactory performance from an employee? 

You will deal with unsatisfactory performance by:

  setting clear objectives and competences that you and each team member 
agree on 

  giving regular, informal feedback and coaching to help team members 
reach their objectives 

  holding regular appraisal reviews to discuss any help or training needed or 
any problems achieving these objectives.

There may sometimes be an overlap between performance management and 
your disciplinary process.

For example, if you have tried to improve unsatisfactory performance informally 
but it has not worked, you may need to start a formal disciplinary process.
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  what is the nature of the problem? If it is a very serious issue that is potentially damaging 
to your organisation, it will need to be dealt with urgently. In these cases you may instigate 
formal disciplinary action much sooner

  how long has it been going on? If you have already discussed the issue at performance 
review meetings and attempted to resolve the problem, you may decide it is time to follow 
your disciplinary procedure

  what is causing the problem? If it is beyond the employee’s control, for example, the lack of 
adequate training, this needs to be addressed before you begin any formal action

  is the employee capable of meeting their targets? If they are capable of meeting their 
targets, then their failure to do so may be due to a lack of motivation or hard work

  is there a pattern of unsatisfactory performance? If you notice that an employee has 
a pattern of only meeting their objectives as a last resort, when all other options are 
exhausted, you may decide that an informal approach is not working.

If you need to use formal procedures, follow your organisation’s processes to the letter and seek 
advice from your HR department if you need support. 

Reflect...

Think about the journey you and your team 
have been on. 

 What worked well?

 What worked less well and shouldn’t be repeated? 

 What lessons have you and your team learned?

  Does everyone know what is expected 
of them now?

 Is the right training and support in place?

Be prepared to take steps 

For many managers it can be difficult to judge when a performance issue becomes a disciplinary issue. If you notice that an employee is failing to meet their objectives, you need to 
ask yourself: 
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SCENARIO NINE
STARTING THE PPM 

CONVERSATION 
IN A SMALL 

ORGANISATION
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STARTING THE PPM CONVERSATION IN A SMALL ORGANISATION

You have just been appointed as the Registered Manager for Grange House,a residential 
care home supporting 11 people with a range of learning disabilities. Having observed 
and assessed the performance of the employees in your team, you are concerned about 
the performance of two employees: Ivan (a senior care worker); and Jo (a care worker). 

Ivan is not completing rotas properly or allocating responsibilities when he is shift leader. 
People who work with Ivan are telling you that he can appear chaotic and they often feel 
unsupported.  

Jo doesn’t work on Ivan’s shift pattern.  She is more often on the shift led by May-Li who 
is generally very organised and diligent in her duties. You have already observed that Jo 
is often late by ten minutes at the start of the shift and is not keen on housekeeping tasks 
and avoids them, preferring to take service users out on activities instead.  

You are not sure whether observations about performance have been discussed with 
Ivan, Jo or May-Li in the past or whether any structures for the management of individual 
performance are already in place.

Don’t delay - start taking steps
Make sure you are clear on what expectations your employer has of you in relation to 
the management of employees and their performance and familiarise yourself with 
existing organisational policies and procedures.

As the recently appointed Registered Manager, take the opportunity of being new to 
‘start as you mean to go on’ in the area of good performance management both at a 
team level and on an individual basis.

The aim of both your performance and disciplinary systems is to improve 
future performance rather than punish past performance. 

(Source: ACAS, managing performance for small firms)

How will you start the people performance management (PPM) 
conversation at Grange House?
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Each team situation will be different but you may find it useful to first:

  consider what good people performance management (PPM) looks like in 
practice

  find out about how PPM has been approached in the past at Grange House and 
reflect on any ways in which it could be improved upon

  engage your team in the two-way PPM conversation; envisage what you 
propose to do differently in the future together and how you will know when 
you have achieved it

   know where you can go for information and support

 think carefully about getting it right from the start

  make a plan and embark on a continuous journey of PPM improvement as a 
team.

Longer serving managers can also take steps to introduce or 
change people performance management processes at any time 
in the spirit of continuous improvement.

STARTING THE PPM CONVERSATION AT TEAM LEVEL

HELPFUL 
HINT

Some helpful questions to ask may be:

  what specific PPM structures are in place already to help you manage 
performance? 

 to what extent have they been used in the past?  

 how have they been used and when? 

 what sort of culture is there within the team? Why?

 do employees know and understand the organisation’s objectives?

 think about your employees not just as employees but as people 

 - have they been supported to do their job?

 - have they been given regular feedback on their performance?

  are the team aware of the direct link between their performance and the 
quality of the service that service users receive?

  how will I engage the team in talking about people performance 
management and introducing any changes together?
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Engaging your team

One way of engaging staff in a two-way, open and honest conversation about 
performance could be by holding a dedicated team meeting. You might first 
encourage the Grange House team to think about the bigger picture and their shared 
goal of providing excellent services for the people with learning disabilities in your 
care. 

In preparing for this conversation you may find it helpful to ensure you first fully 
understand (and are able to clearly explain): 

 what PPM is; and 

 what the benefits of good PPM are to everyone involved.  

See the checklist on exploring some of the benefits of good PPM to the key people 
involved in the delivery of care. You may find it useful as a starting point when 
exploring PPM with your team. One approach could be to ask employees what 
potential benefits they think there are and develop the checklist further together. 

It may also be appropriate to highlight early on that regular one-to-one supervision 
is their right as an employee.

HELPFUL 
HINTS

Be sure to listen. Good two-way communication is key – it can start at 
any time.

Your employees know what it is like to do their job – it may  
be beneficial to ask them what they think works well and  
what not so well in relation to performance, taking constructive 
suggestions on board and the opportunity to address  
any concerns.

A trait of good leadership involves supporting people to find the 
answers for themselves as much as possible – empowering 
people to take the lead can be very effective in achieving 
meaningful and sustained improvements.

There is an opportunity to focus on what has impressed you 
about the service or perhaps some good overall performance 
you have observed first before you raise areas for improvement 
with the team. Remember to be fair and balanced in your 
constructive feedback at all times, including in a team setting.
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Ensuring the right performance management system is in place

Since arriving at Grange House you have found that some PPM processes are already in place but they have not been consistently used or communicated. You have discussed the 
benefits of good PPM with the owner of Grange House (who is also your line manager).  She agrees with you that improvements to the people performance management system are 
necessary to ensure high quality care and that good PPM is important.  

They are pleased with your suggestions and proposed approach and have asked you to ensure that an appropriate, fair and robust system is put in place and adhered to as soon as 
possible. This will involve you ensuring that:

 the right system is designed and well communicated 

 the team are involved in this journey of improvement from the beginning

  that organisational policies and procedures are clearly updated to reflect any changes  

  you prioritise and plan in adequate time for good PPM in your schedule and actively role model the right behaviours to ensure it is positively embedded.  

In doing so, you might wish to explore this toolkit for signposts to information and 
examples on getting people performance management systems right.

ACAS provides a helpful series of guides that can support you with the basics of 
performance management and help you to introduce a process to review and manage 

employee performance. Further supporting documents and templates can be found on 
the ACAS website under the section ‘Managing staff’.

http://www.acas.org.uk/index.aspx?articleid=1438
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You may find it helpful to have a one-to-one supervision with the people you line manage as soon as possible to talk about PPM and communicate the standard you expect them 
to meet.

Examples of approaches and actions that may be appropriate are as follows.

  Set clear objectives that you both agree on; check your employees have 
understood them and feel supported to achieve them. 

  Let them know what they should do if they are finding it difficult to meet their 
objectives and that PPM is a two-way conversation.

  Be clear about what will happen if employees don’t meet their respective 
objectives.

  Ensure employees are aware of any monitoring of their performance you will 
undertake in assessing their performance.

  Take the opportunity to get to know your team and establish a professional 
relationship with them as people.

  Identify any learning and development needs and put the appropriate support 
in place (on or off the job) to provide the employee with the skills, behaviours 
and confidence to continuously improve and reach their full potential. 

  In the case of employees like Ivan and Jo where there is already evidence of 
unsatisfactory performance, you should feedback to them regarding your 
observations without delay and check they are aware of the required standard 
and that they are equipped to achieve it.

  If people reporting to you are responsible for leading others, as in the case 
of May-Li, talk to them about good PPM, ensuring they are clear of your 
expectations of them and that they are adequately trained and supported to 
deliver good PPM themselves.

  Keep the conversation going and embark on a series of positive, two-way, open 
and honest conversations.

STARTING THE PPM CONVERSATION 
AT AN INDIVIDUAL LEVEL



Section list Index:

HELP IN A HURRY
Find answers to common questions, checklists to support your performance management processes 

and quick links to further sources of advice and guidance.

Questions and answers

https://www.acas.org.uk/capability-procedures
http://www.acas.org.uk/index.aspx?articleid=2042
http://m.acas.org.uk/media/pdf/e/4/Age-and-the-workplace-guide.pdf
http://www.acas.org.uk/index.aspx?articleid=4227#FAQ6
http://www.acas.org.uk/index.aspx?articleid=4227#FAQ6
http://www.nhsemployers.org/sickness
http://www.acas.org.uk/index.aspx?articleid=4227#FAQ5
https://www.nhsemployers.org/articles/tackling-bullying-nhs-infographic
https://www.nhsemployers.org/articles/tackling-bullying-nhs-infographic
https://www.hee.nhs.uk/our-work/raising-responding-concerns
https://www.hee.nhs.uk/our-work/raising-responding-concerns
http://www.acas.org.uk/index.aspx?articleid=4098
http://www.acas.org.uk/index.aspx?articleid=4227#FAQ9
http://www.acas.org.uk/index.aspx?articleid=4227#FAQ17
http://www.acas.org.uk/index.aspx?articleid=4227#FAQ17
http://www.acas.org.uk/index.aspx?
http://www.acas.org.uk/index.aspx?
https://www.england.nhs.uk/ourwork/freedom-to-speak-up/
https://www.england.nhs.uk/ourwork/freedom-to-speak-up/
https://www.nhsemployers.org/articles/tackling-bullying-nhs-infographic
https://www.nhsemployers.org/articles/tackling-bullying-nhs-infographic


Section list Index:

 How to approach a conversation about underperformance.

 How to address performance problems.

 How to identify causes of underperformance.

  How to conduct a formal performance appraisal conversation.

 Considering the benefits of PPM.

 How to commission and evaluate training.

 How to manage performance and retirement.

 How to conduct an induction.

  What to do when an employee reports a concern 
in the public interest (blows the whistle).

  How to measure the health and wellbeing of your employees.

Checklists
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Preparation before the conversation 

 Understand the real issues.

 Take advice from HR or a senior manager. 

  Think about how the employee might respond / 
react.

 Consider what you would like to achieve.

 Practise how and what you are going to say.

 Allow enough time for the conversation.

  Choose the right place for the conversation 
(private and comfortable place away from 
distractions).  

Remember to keep a written record of all conversations related to underperformance 
in case further formal action is needed. 

See ACAS guidance on ‘Challenging conversations and how to manage them’ 
for more information and support.

During the conversation 

 State the issues clearly and honestly.

 Explain why it is important.

 Provide specific examples.

 Listen well and be open minded.

 Ask questions.

 Allow for the employee to be heard.

Agree an action plan 

 Jointly agree a way forward.

  Agree what is to be achieved and by when.

  Consider if any support can be provided.

  Scheduled discussions to review progress. 

Checklist: How to approach a conversation about underperformance

http://www.acas.org.uk/index.aspx?articleid=3799
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Identify and then assess the problem (what is the problem?  
how serious is the problem? how long has the problem existed?).

Discuss the problem through your usual management procedures 
– perhaps in a regular one-to-one supervision meeting.

Conduct the discussion in a private, comfortable and quiet location.

Explain your concerns to the member of staff in specific terms.

Ensure the member of staff clearly understands what is expected 
of them.

Give the member of staff a genuine opportunity to respond.

Clearly outline the improvement required and the consequences 
of continued poor performance.

Talk to the member of staff about options for improving performance.

Develop an action plan which includes time frames for further review.

Schedule another meeting to review their performance against 
the agreed action plan.

Keep written notes of all discussions in case more formal action 
is needed.

Monitor the member of staff’s performance and continue to provide feedback.

Where an informal approach fails, take more serious formal action.

Be certain to follow any steps set out in the employer’s policies 
and procedures and the member of staff’s employment contract. 

Always act fairly and reasonably. Follow the advice set out in the 
ACAS Code of Practice on disciplinary and grievance procedures 
if formal action is needed.

Checklist: How to address performance problems

https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-people/Supervision.aspx
http://www.acas.org.uk/index.aspx?articleid=2174
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Checklist: How to identify causes of underperformance

Does the employee have the skill to perform the duties of the role?

Has the employee performed to the required  standard before?

Does the employee believe they have the necessary ability?

Does the employee have the interest to perform to the required standard?

Have objectives and expectations been communicated clearly?

 Are the objectives SMART? (i.e. Specific, Measurable, Achievable, Realistic and 
Time-bound). 

 Does the employee have the tools and support required to 
perform the role?

Is the employee motivated by the rewards for performing well? 

a lack of training

equipment issues

problems with supervision

lack of feedback on how well they are doing

lack of understanding of the requirements of the job

workload issues 

conflicting deadlines 

poor working relationships or bullying and harassment 

policies or procedures which are barriers to performance

ill-health 

personal issues outside work.

Reasons for underperformance could include: To help you investigate the causes for underperformance consider the following:

(Adapted from Personnel and Human Resource Management)

There could be many reasons for the underperformance (work and non-work related). It is important to determine what the reason is so you can discuss 
practical solutions with the employee.
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Checklist: How to conduct a formal performance appraisal conversation

After the appraisal conversation:

  Schedule discussion to formally review 
performance (i.e. at three or six months 
intervals). 

  Keep a written record of the conversation.

  Return a copy of the paperwork to your 
HR department (where appropriate).

  Encourage ongoing, open and honest 
conversations about performance.

  During the course of the year,  
record changes to objectives or priorities 
on the employee’s performance 
paperwork.

During the appraisal conversation: 

  Listen and question but support the employee to do most of 
the talking.

 Start by discussing strengths and positives.

 Discuss areas for development.

 Consider if any support can be provided.

  Review and evaluate progress against their  
past objectives.

  Agree new objectives which are SMART (i.e. Specific, 
Measurable, Achievable, Realistic and Time-bound). 

  Give opportunity for concerns or worries to be raised.

  Formally rate the employee’s level of performance 
(if your organisation uses rating scales).

Preparation before the appraisal conversation:

  Give the employee at least two working weeks 
notice of an appraisal conversation.

 Gather information ahead of the meeting.

  Reflect on the employee’s performance during 
the year.

  Encourage self-assessment by the employee. 
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Benefits for organisations:
PPM is the system you use to align your organisation’s 
goals with the work of your employees to:

 get better results for your organisation  

 monitor and improve individual and team        
 performance 

 understand individuals and how they need   
 to develop.

Where a PPM system is working well, employees 
are more likely to engage with the goals of the 
organisation. If employees are engaged in their work 
they are more likely to be doing their best for your 
organisation. An engaged employee is someone who:

  takes pride in their job and shows loyalty towards 
their line manager, team and organisation

  goes the extra mile - particularly in areas where 
employees need to be creative, responsive or 
adaptable.

Benefits for line managers:

Managing the performance of your employees 
will enable you to:

Checklist: Considering the benefits of people performance management (PPM)

Benefits for employees:

From an employee perspective, the benefits of good 
performance management might include:

(Adapted from ACAS website)

a clear understanding of where they fit into 
the organisation and their role in achieving the 
organisation’s goals 

a greater understanding of the skills, competences 
and  behaviours needed to fulfil their role

having a recognised system for talking to their line 
manager

 being appropriately supported to fulfil their potential 
within a positive workplace environment

feeling happy and performing well at work. 

https://www.acas.org.uk/acas-guide-on-managing-people
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Checklist: How to commission workforce learning and development

 Always consult your organisation’s learning and development procurement policies and procedures first and follow them (where they exist).

Where applicable it may also be helpful to:

  research the market, look for learning providers from the private, public and voluntary/community sectors and see what they can offer

  seek word of mouth recommendation, talk with other organisations, colleagues, workers and professional networks to see if they have 
any recommendations  

 consult trusted national organisations, their registers and reports:

 -  if you’re looking for an apprenticeship provider visit the National Apprenticeship Service website or have a look at the Register of apprenticeship training 
providers website

 -  look on the Skills for Care and Skills for Health websites to see who is listed on their register of endorsed learning  
and development providers

 - look at the e-learning provided through national health bodies such as ESR and Health Education England

 - see what training is available from the NHS Leadership Academy

 -  look at Ofsted inspection reports and for higher education QAA (Quality Assurance Agency) reports.

Adapted from Choosing workforce learning, Skills for Care

https://www.gov.uk/topic/further-education-skills/apprenticeships
https://www.gov.uk/guidance/register-of-apprenticeship-training-providers
https://www.gov.uk/guidance/register-of-apprenticeship-training-providers
http://www.skillsforcare.org.uk/Home.aspx
http://www.skillsforhealth.org.uk/
https://my.esr.nhs.uk/dashboard/web/esrweb/home
https://hee.nhs.uk/
http://www.leadershipacademy.nhs.uk/
https://www.gov.uk/government/organisations/ofsted
http://www.qaa.ac.uk/en
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Other useful checklists

How to manage performance 
and retirement

See checklist provided by the ACAS 
on the specific issue of age and the 

workforce.

How to conduct an induction

See the ACAS ‘recruitment 
and induction’ booklet for 

a checklist to help you put together a 
programme of induction.

What to do when an employee reports a 
concern (blows the whistle)

See resources provided by NHS Employers 
for managers on what to do when a worker 

reports a concern.

How to measure the health and 
wellbeing of your employees

See the ACAS ‘health, work and 
wellbeing’ booklet for a checklist 
to help you measure the health and 
wellbeing of your employees.

https://www.acas.org.uk/index.aspx?articleid=1841
https://www.acas.org.uk/index.aspx?articleid=1841
http://www.acas.org.uk/index.aspx?articleid=1371
http://www.acas.org.uk/index.aspx?articleid=1371
https://www.nhsemployers.org/retention-and-staff-experience/raising-concerns-whistleblowing/resources-for-managers
https://www.nhsemployers.org/retention-and-staff-experience/raising-concerns-whistleblowing/resources-for-managers
http://www.acas.org.uk/index.aspx?articleid=1361
http://www.acas.org.uk/index.aspx?articleid=1361
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Managers guide to supporting workplace mental wellbeing

ACAS - www.acas.org.uk
 Advice A to Z

 Capability procedures
 Helpline online
 Guide on Managing people
 Employee’s health and wellbeing
 Challenging conversations and how to manage them
 Discipline & Grievances at work: the ACAS Guide
 Discrimination, bullying and harrasment - a guide
 Templates for letters, forms and checklists

Care Quality Commission – www.cqc.org.uk
 Essential Standards of Quality and Safety

  Qualifications and CPD requirements for registered managers  
and the practitioners they supervise

 Whistleblowing: Guidance for providers who are registered with             
 the Care Quality Commission

Chartered Institute of Personnel and Development – www.cipd.co.uk

 Performance Management: An overview 

 Performance appraisal resource 
 Learning and development strategy
 Identifying learning and development needs
 Developing your people
 Getting the most from remote working
 Performance-related pay

 Equality and Human Rights Commission – www.equalityhumanrights.com
 Equality Act guidance

GOV.UK - www.gov.uk
 The NHS Constitution 
 Does worker wellbeing affect workplace performance?
 Trade Unions and Workers Rights
 Dismissing Staff and Redundancies
 Making referrals to the Disclosure and Barring Service

Health Education England – www.hee.nhs.uk
 

http://www.acas.org.uk
http://www.acas.org.uk/index.aspx?articleid=1390
https://www.acas.org.uk/capability-procedures
http://www.acas.org.uk/index.aspx?articleid=1410
https://www.acas.org.uk/acas-guide-on-managing-people
http://www.acas.org.uk/index.aspx?articleid=1361
http://www.acas.org.uk/index.aspx?articleid=3799
http://www.acas.org.uk/index.aspx?articleid=2179
https://www.acas.org.uk/discrimination-bullying-and-harassment
http://www.acas.org.uk/index.aspx?articleid=4161
www.cqc.org.uk
http://www.cqc.org.uk/content/essential-standards
https://www.cqc.org.uk/sites/default/files/20171218_100743_guidance_to_the_application_process_for_new_registered_managers_v6.pdf
https://www.cqc.org.uk/sites/default/files/20171218_100743_guidance_to_the_application_process_for_new_registered_managers_v6.pdf
https://www.cqc.org.uk/sites/default/files/documents/20131107_100495_v5_00_whistleblowing_guidance_for_providers_registered_with_cqc.pdf
https://www.cqc.org.uk/sites/default/files/documents/20131107_100495_v5_00_whistleblowing_guidance_for_providers_registered_with_cqc.pdf
www.cipd.co.uk
http://www.cipd.co.uk/hr-resources/factsheets/performance-management-overview.aspx
http://www.cipd.co.uk/hr-resources/factsheets/performance-appraisal.aspx
http://www.cipd.co.uk/hr-resources/factsheets/learning-talent-development-strategy.aspx
http://www.cipd.co.uk/hr-resources/factsheets/identifying-learning-talent-development-needs.aspx
https://www.cipd.co.uk/knowledge/fundamentals/people/development
https://www.cipd.co.uk/knowledge/fundamentals/relations/flexible-working/remote-working-top-tips#gref
https://www.cipd.co.uk/knowledge/fundamentals/people/pay/performance-factsheet#gref
http://www.equalityhumanrights.com
https://www.equalityhumanrights.com/en/advice-and-guidance/equality-act-guidance
www.gov.uk
https://www.gov.uk/government/publications/the-nhs-constitution-for-england
https://www.gov.uk/government/publications/worker-wellbeing-and-workplace-performance
https://www.gov.uk/browse/employing-people/trade-unions
https://www.gov.uk/browse/employing-people/dismissals-redundancies
https://www.gov.uk/guidance/making-barring-referrals-to-the-dbs
www.hee.nhs.uk
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Health and Safety Executive – www.hse.gov.uk

 Work Related Stress – resources and links

Local Government Association – www.local.gov.uk
 Wellbeing resources
 Workforce and HR support
 Employment relations
 The Standards for Employers of Social workers in England 2020

National Institute for health & Care Excellence - www.nice.org.uk

 Managing long term sickness and incapacity for work

NHS Employers – www.nhsemployers.org
 Raising concerns – employer actions
 Values-based recruitment
 Diversity and Inclusion
 Sickness absence toolkit
 Mental health in the workplace

 Preceptorships for newly qualified staff

 Flexible working
 Emotional wellbeing Toolkit
 Communicate reward with your staff
 Inclusive Recruitment: Supporting economic recovery
 Inclusive Recruitment: Leading positive change
 Reasonable adjustments in the workplace
 Disability support
 Infographic on tackling bullying in the NHS
 Mental wellbeing in the workplace infographic
 Improving Staff Retention: A Guide For Employers

NHS England - www.england.nhs.uk
 Compassion in practice (‘Six Cs’)
 NHS People Plan
 NHS People Promise
 Freedom to speak up policy for the NHS

www.hse.gov.uk
https://www.hse.gov.uk/pubns/wbk01.htm
http://www.local.gov.uk/
http://www.local.gov.uk/our-support/workforce-and-hr-support/wellbeing
http://www.local.gov.uk/our-support/workforce-and-hr-support
http://www.local.gov.uk/our-support/workforce-and-hr-support/employment-relations
https://local.gov.uk/standards-employers-social-workers-england-2020
www.nice.org.uk
https://www.nice.org.uk/guidance/ng146
www.nhsemployers.org
https://www.nhsemployers.org/articles/raising-concerns-employer-actions
https://www.nhsemployers.org/articles/values-based-recruitment
https://www.nhsemployers.org/EDI
https://www.nhsemployers.org/publications/sickness-absence-toolkit
https://www.nhsemployers.org/articles/mental-health-workplace
https://www.nhsemployers.org/articles/preceptorships-newly-qualified-staff
https://www.nhsemployers.org/articles/what-nhs-organisations-are-doing-support-staff-work-flexibly
http://www.nhsemployers.org/howareyoufeelingnhs?utm_source=health%20and%20wellbeing&utm_medium=banner&utm_campaign=how%20are%20you%20felling%20nhs
https://www.nhsemployers.org/articles/communicating-reward-staff-and-new-employees
https://www.nhsemployers.org/-/media/Employers/Publications/Workforce-Supply/NHS-People-Plan--Inclusive-Recruitment-final.pdf
https://www.nhsemployers.org/publications/inclusive-recruitment-supporting-economic-recovery
https://www.nhsemployers.org/publications/inclusive-recruitment
https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability/reasonable-adjustments-in-the-workplace
https://www.nhsemployers.org/retention-and-staff-experience/diversity-and-inclusion/policy-and-guidance/disability
https://www.nhsemployers.org/case-studies-and-resources/2020/08/tackling-bullying-in-the-nhs-infographic
https://www.nhsemployers.org/case-studies-and-resources/2020/08/mental-wellbeing-in-the-workplace-infographic
https://www.nhsemployers.org/publications/improving-staff-retention
www.england.nhs.uk
https://www.england.nhs.uk/wp-content/uploads/2012/12/compassion-in-practice.pdf
https://www.england.nhs.uk/ournhspeople/
https://www.england.nhs.uk/ournhspeople/online-version/lfaop/our-nhs-people-
https://www.england.nhs.uk/ourwork/freedom-to-speak-up/
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Managers guide to supporting workplace mental wellbeing

NHS Leadership Academy – www.leadershipacademy.nhs.uk
 Talent management hub
 Healthcare leadership model

Professional Standards Authority - www.professionalstandards.org.uk
 Statutory regulators directory

Skills for Care – www.skillsforcare.org.uk
 The Care Certificate for Social Care
 The social care Accolades

 I Care...Ambassadors
 Adult social care vocational qualifications

 Think care careers

 Manager Induction Standards

 Creating a positive workplace culture

 Common core principles to support self care
 Code of conduct for healthcare support workers
 Recruitment and retention

 Supporting staff working with challenging behaviour 

 (in conjunction with National Development Team for Inclusion)

 Core skills learning activities
 Effective supervision guide

 Workforce wellbeing recourse finder

 Developing your staff
 Developing leaders and managers

 Support for registered managers
 Recruiting the right people
 Learning and development

Social Care Institute for Excellence – www.scie.org.uk
 Staff management resources and services
 Supervision video examples
 Whistleblowing; improving organisational practice (video)

Speak Up – www.speakup.direct
 Speak up - employer guidance 

http://www.leadershipacademy.nhs.uk
http://www.leadershipacademy.nhs.uk/resources/talent-management-hub/
https://www.leadershipacademy.nhs.uk/resources/healthcare-leadership-model/
www.professionalstandards.org.uk
https://www.professionalstandards.org.uk/what-we-do/our-work-with-regulators/find-a-regulator
www.skillsforcare.org.uk
http://www.skillsforcare.org.uk/carecertificate
http://skillselector.skillsforcare.org.uk
http://www.skillsforcare.org.uk/accolades
https://www.skillsforcare.org.uk/Recruitment-support/Attracting-people/I-Care-Ambassadors.aspx
http://www.skillsforcare.org.uk/qualifications
https://www.skillsforcare.org.uk/Careers-in-care/Think-Care-Careers.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Developing-leaders-and-managers/Manager-induction-standards.aspx
https://www.skillsforcare.org.uk/Support-for-leaders-and-managers/Managing-a-service/Positive-workplace-culture/Creating-a-positive-workplace-culture.aspx
https://www.skillsforcare.org.uk/Regulated-professions/Social-work/Developing-social-workers/Using-the-core-principles.aspx
https://www.skillsforcare.org.uk/Leadership-management/managing-people/code-of-conduct/Code-of-Conduct.aspx
https://www.skillsforcare.org.uk/Recruitment-retention/Recruitment-and-retention.aspx
https://www.skillsforcare.org.uk/Developing-your-workforce/Care-topics/Supporting-people-with-challenging-or-distressed-behaviour/Supporting-people-with-challenging-or-distressed-behaviour.aspx
http://www.skillsforcare.org.uk/Learning-development/Core-skills/Core-skills.aspx
http://www.skillsforcare.org.uk/supervision
https://www.skillsforcare.org.uk/Leadership-management/managing-people/Wellbeing/Wellbeing.aspx
https://www.skillsforcare.org.uk/Developing-your-workforce/Guide-to-developing-your-staff/Guide-to-developing-your-staff.aspx
https://www.skillsforcare.org.uk/Leadership-management/developing-leaders-and-managers/Developing-leaders-and-managers.aspx
http://www.skillsforcare.org.uk/Leadership-management/support-for-registered-managers/support-for-registered-managers.aspx
https://www.skillsforcare.org.uk/Recruitment-retention/recruiting-the-right-people/recruiting-the-right-people.aspx
https://www.skillsforcare.org.uk/Learning-development/Learning-and-development.aspx
www.scie.org.uk
https://www.scie.org.uk/atoz/?f_az_subject_thesaurus_terms_s=staff+management&st=atoz&page=1
http://www.scie.org.uk/socialcaretv/topic.asp?t=supervision
https://www.youtube.com/watch?v=oKtGgH7-eR0&list=PLxXjtx4-ZkqKx9cLthUieWONbsiS-Dtga
https://www.speakup.direct/
https://www.speakup.direct/for-employers/
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