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3 Steps to Update Your Performance 
Management Process
I’  ve recently been researching performance management (PM) and came across an interes-
ting American article (3 Steps to Update Your Performance Management Process: HR Techno-
logist, 2019) which said that we should update our performance management processes and 
systems regularly to make sure they are fi t for purpose. The article outlined 3 steps that will 
enable you to do this:  

Step 1 – Understand what your workforce wants from performance management. Very o�ten 
performance management can come across as very negative, and provoke strong distasteful 
feelings amongst sta�f. 

Step 2 – Make performance management continuous. Traditionally, PM tends to take place 
once a year with a review 6-monthly, but this doesn’ t have to be the case.  The article suggested 
that the goals set at the start of the year are usually no longer valid at the end of the year. Instead 
the rationale should be about motivating sta�f, which should not take place just once a year, but 
on a continual basis. 

Step 3 – Train managers and give them the tools to measure progress. Very o�ten managers 
don’ t receive any training on how to motivate, engage and develop sta�f. They need to take part 
in training to help them achieve this and create a more motivated workforce. 

Implement a Performance Management System that Works
Whilst I think having a performance management system is a good idea, within social care, 
many organisations struggle to get the basics right. I hear stories about, and have been on the 
receiving end of, a system that is just in place because that’ s what’ s required or expected. As 
mentioned above an annual meeting to set objectives takes place, which bears no relation to the 
role you are doing 6 months down the line. 

So, let’ s get the basics right before tinkering with the system. In the fi rst instance we need to take 
steps to implement a PM system that works for your organisation, which could then take on some 
of the suggestions above. An annual appraisal system would be a good place to start but your su-
pervision sessions, if carried out monthly, can be your stepping stone for the continual motivation 
the article suggests. In this special issue, we look at the basics of a PM system and makes suggesti-
ons for alternative methods you can explore to ensure the needs of your organisation are fully met. 

Cornwall Mastermind 
a Novel Idea to Help 
Sta�f Recruitment

Dear Reader,

With an annual sta�f turnover of around 30% 
and approximately 122,000 vacancies nationally 
(Skills for Care, 2019), Cornwall are leading the way 
in recruitment with a new app that links to perso-
nal networks of care sta�f. Providers sign up to the 
Care Friends App and this allows care sta�f to refer 
a friend within their social networks, which gains 
points that the provider turns into cash.  

Early trial versions showed a sta�f referral rate 
increase from 8% to 30% with the app. In addition 
to recruitment, the app is also raising the profi le 
and image of care work across Cornwall, and has 
also rewarded sta�f for providing short-notice care 
cover. It therefore has lots to o�fer social care.  

You can check this out by downloading the app 
from the store on your mobile device and see how 
it could benefi t your service. 

 Yours Sincerely,

Kim Grove
Editor-in-Chief, Care Consultant
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Ask the Experts Email Helpdesk

Get personal, 1:1 advice from our team of 
experts, we specialise in care quality, health 
& safety, HR and payroll. Just email your 
query to cqm@agorabusiness.co.uk and you 
will receive an answer within 48 hours. 

Online Resource Centre 

Access hundreds of actionable solutions by way of legally-compliant tools, including checklists,  
policies, procedures and care assessment forms, covering the core areas of elderly care. New resources, 
written by our experts, are added each month and are all ready to be customised to your organisation’  s needs. 
Go to: www.care-quality.co.uk/resources and enter the password below.
Password: Management  Valid until: 17.4.20 
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How Performance Management Can Benefi t 
Your Organisation   
Without an e�fective performance management (PM) system, you have no real way of explaining to sta�f what it is you expect of them, which 
could result in a chaotic method of working. Performance management can help an organisation to improve and grow. But how can it do this 
for your organisation? Read on to fi nd out the benefi ts a performance management system can o�fer to your sta�f and your business.

Why is Performance Management Needed within 
Your Organisation?

The way your sta�f carry out their role is crucial to the success of any 
organisation. If your sta�f don’ t understand the role they play in your 
organisation’ s success, or don’ t know how to provide good quality 
care, everyone su�fers. Your service users will not receive the care and 
respect they deserve (or you are paid to provide), and your reputation 
will su�fer as a result of excess complaints, a high number of safegu-
arding referrals and poor-quality ratings.  

Performance management is a way of identifying what you expect of 
your sta�f and managers by way of their actions, and reviewing whe-
ther your sta�f and managers meet these. This enables you to ensure 
each service user receives the same level of care. It is also an expecta-
tion as part of the CQCs E�fective Key Lines of Enquiry (KLOEs). 

E2.3 asks the question: ‘Do sta�f and any volunteers have e�fective and 
regular mentorship, support, induction, supervision, appraisal and 
training?’  and PM will help you to answer this and provide evidence. 

Understand the Benefi ts of Introducing Performance 
Management to Your Business 
The main benefi t of PM is that you can match the aims of your or-
ganisation with sta�f that you can work with and who will help you 
to meet those aims. You can do this within your job description and 
person specifi cation at recruitment and continually during their em-
ployment by setting objectives of how this should happen. This can 
then be measured to see whether sta�f live up to your expectations. 

Use our Performance Management Benefi ts table below to help you 
‘sell’ the benefi ts of a PM system to sta�f. It explains how this can be-
nefi t the organisation, service users and sta�f personally.

Performance Management Benefi t 

Organisational 
benefi ts

● Provides a structured approach to explain the aims and objectives of the organisation.
● Enables you to identify the level of care you require across all sta�f.
● Enables consistency of care as all sta�f performance is managed in the same way.
● Helps you to identify good or poor practice.
● Helps with sta�f retention as an organisation with a good structure.
● Helps identify additional training needs for sta�f.
● Can use this to make salary increases attached to good performance.
● Helps to identify unsuitable sta�f and those who may underperform.
● Helps improve cost-e�fectiveness of sta�f as they are better equipped and therefore quicker at carrying out care. 
● Can help to develop sta�fi ng plans for the future as you can identify your gaps more easily.
● Enables e�fective communication throughout the organisation.
● Gives clear accountability to managers and sta�f on specifi c levels of performance.

Service user 
benefi ts

● They receive consistent, high-quality care.
● Helps match the most suitable sta�f member available to meet their individual needs.
● Receive care from sta�f who are happy in their job and, therefore, provide better care.
● Knowledge that you will identify and improve poor practice.
● Confi dence in the abilities of sta�f who better understand the role they play in the organisation.

Sta�f member 
benefi ts

● Helps members of sta�f understand their contribution to the organisation and the role they play in meeting the 
organisation’ s objectives. 

● Enables individual sta�f member’ s high-quality care to stand out from the rest.
● Helps with career progression as sta�f understand where the organisation is heading and how they might fi t into 

this in the future.
● Helps to improve sta�f morale, as it identifi es and rewards good or outstanding practice. 
● Provides feedback on how sta�f are doing within their role.
● O�fers evidence of a training need.
● O�fers additional learning and development opportunities.
● Enables weaker sta�f to receive more help to improve performance.
● Increased good morale amongst sta�f, if used positively.
● Increases job satisfaction for sta�f.
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Identify the Performance Management System that 
Will Work for You   
There are many di�ferent performance management systems to choose from, but which one would be suitable for your organisation? Imple-
menting a system that doesn’ t work can lead to disruption such as increased sickness, high sta�f turnover and low levels of productivity which 
can be expensive. We explain the di�ferent types of system available and give you the pros and cons so you can choose an e�fective method  that 
promotes employee loyalty and high-quality care for service users.      

The Importance of Good Communication when 
Managing Performance 
One of the key skills you need to have in place when managing perfor-
mance is good communication. Communication is vitally important , 
whatever method of PM you use, in order to ensure that:

● You can develop good relationships with sta�f and, as a result, 
make them feel valued.

● You o�fer any guidance, information and feedback in a positive 
and constructive manner, focusing on future care provision as well 
as past performance.

● You involve sta�f in planning activities that will help them develop 
and grow.

● You encourage sta�f to take responsibility for their own learning, 
development and improvement.

● You recognise good performance and praise members of sta�f 
when this is due. 

Communicating in this way will enable you to get the best out of your 
team and help you achieve the objectives of your organisation. 

Every time you communicate with members of your care team, you 
are creating an opportunity to build strong relationships.

E�fective communication requires skill in the following 3 areas:

1. Verbal communication – Making sure you are clear when talking 
to people, and checking back to make sure they understand what 
you are asking of them. Asking open questions e.g. those which 
start with how, what, why, when, where, who, tell me or descri-
be. When having a conversation with people, asking such types of 
questions shows that you are interested. You should ensure that 
your tone is not over-bearing, and your voice is not monotonous. 
And remember to speak clearly and concisely.

2. Non-verbal communication – This must match what you are say-
ing or you will lose the trust of your sta�f. People can quite quickly 
tell whether you are being sincere or not. If what you are saying 
doesn’ t match your non-verbal signals, then you may fi nd yourself 
in a situation where your sta�f will not believe what you are saying. 
So, think about the signals that your non-verbal communication 
could be sending to your sta�f. 

3. Active listening – This is a skill that is very hard to master. You 
need to listen to what your sta�f member is saying to you in full, 
without prejudice and wait until they have fi nished before deci-
ding how to respond, using the above two skills appropriately. 

You also need to be empathetic and respectful when speaking with 
members of sta�f. For example, you can use phrases like  ‘I understand 
where you’ re coming from’ to show that you have been listening to 
what they have said and you respect their opinions. Doing so will 
mean that they are more likely to be open with you in future. 

You will also need to decide on the best time to carry out your PM. It 
will be rushed and ine�fective if you chose to do this at a busy time 
of day or year, for example, early mornings or when you are doing 
a mass recruitment drive. Similarly, avoid doing mass recruitment 
drives when you know you might be distracted from your annual 
round of PM. 

Identify the Ideal Performance Management System for 
Your Organisation
There are many di�ferent types of PM system, although we tend to 
think of appraisal and supervision as the only performance manage-
ment tools. The idea is to discuss and set objectives to improve the 
performance of sta�f to ensure they give e�fective care and can include:

● Appraisal – A way to evaluate whether an employee is achieving 
set performance objectives or targets within their daily work.

● Supervision – Can be individual or group sessions with an aim to 
discuss a specifi c topic of work, or a cause for concern, or to o�fer 
advice and guidance directly to sta�f.

● Coaching and mentoring – Experienced sta�f o�fer one-to-one 
help and advice about care and treatment, or about goals and as-
pirations in their career.

● Case reviews – An analysis of the care and treatment given to a 
service user, to see whether you can improve upon this.

● 360° feedback – Feedback from sta�f, service users and others on a 
member of sta�f’ s performance.

● Self-assessment – Sta�f assess their own performance which is 
then compared with your assessment.

● Training and development – Planned training to help sta�f 
develop their skills and understanding of specifi c aspects of care.

DOWNLOAD
Use our Performance Management Tools: Pros and Cons to 
help you identify which tools you would like to introduce into 
your organisation. The table outlines the pros and cons of each 
and identifi es how you can use them to improve care. You might 
already use some of these tools, but you might like to try others 
too. You can download this from www.care-quality.co.uk/resources
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Implement a Fair and Robust Performance 
Management Process
Once you have chosen a performance management system, you will need to implement this and get it working within your organisation. 
However, it’ s easy to become distracted and focus on other things instead. We o�fer practical advice and guidance to help you implement 
your chosen performance management system into your organisation and maintain its focus.      

Develop a Performance Management Process for 
Your Business
A PM process is a way of identifying how you will set and monitor pro-
gress toward your organisation’ s objectives. It can take many forms 
but, in social care, it will consist of various elements you have cho-
sen (identifi ed on page 3), which will usually include supervision and 
appraisal. Although now, you might think of including other tools 
such as 360° feedback or self-assessment. 

The Performance Management Process diagram below gives an 
example of a PM process and how the elements link together. Fol-
lowing the process in this way allows you to clearly set out why a PM 
system is being introduced and how everyone can work together to 
create a strong team that provides high-quality care.

Performance management is done well when you clearly set out the 
objectives of your organisation, this allows you to then develop sta�f 
objectives which will work towards achieving your organisational 
objectives. I know some sta�f get extremely worried about apprai-
sal systems, as they see them as a tool to discipline sta�f. However, 
this couldn’ t be further from the truth. It is a system to enable your 
organisation to achieve specifi ed things and so it should be a positive 
experience, and one in which you ought to thank sta�f for helping you 
achieve the organisation’ s objectives. 

That said, there will be times when sta�f, for whatever reason, are not 
able to meet the standards you set. In that instance, this process also 
aims to help sta�f make improvements to enable them to successfully 
meet your expectations. 

Performance Management Process
example of a PM process and how the elements link together. Fol-
lowing the process in this way allows you to clearly set out why a PM 
system is being introduced and how everyone can work together to 
create a strong team that provides high-quality care.

Performance management is done well when you clearly set out the 
objectives of your organisation, this allows you to then develop sta�f 
objectives which will work towards achieving your organisational 
objectives. I know some sta�f get extremely worried about apprai-
sal systems, as they see them as a tool to discipline sta�f. However, 

Take action/
reset objectives 

following results 
of measurement.

Set 
organisational 

objectives.

Develop 
management and 
sta�f objectives to 

meet organisational 
objectives.

Enable sta�f 
to meet the 

objectives e.g. 
through training, 

policies and 
procedures and 

best practice.

Measure manager 
and sta�f practice 

against objectives.

Performance Management Process

Only as a last resort will you use this as evidence that you need to take 
disciplinary action against a sta�f member who consistently fails to 
meet your objectives.  

Explain the Process to Sta�f
If an appraisal process is new to your service, you will need to explain 
what you are going to implement. When discussing the proposed 
changes, it is important to think about the people working in your or-
ganisation. Consider what they are concerned about, what their reac-
tions suggest and acknowledge any concerns they may have initially.  
If this is a tool that you are going to introduce to enable you to change 
pay rates, this may be classed as a material change to your contract, 
and you will need you to go through a sta�f consultation process. 

This will require you to:

● Be clear about your proposed implementation of a PM system 
and the reason you are introducing this, so that sta�f can apprecia-
te the need for change. You need to be clear about your answers to 
any questions related to the change.

● Prepare a briefi ng for the sta�f, explaining what the PM system 
entails, what sta�f can expect and how this will work in practice. 
Ask for their views. You should consult directly with employees, 
and talk to any representatives to seek agreement. 

● Keep a record of your briefi ngs and minutes of any meetings held 
as evidence of the consultation. 

● If sta�f agree to the PM system, confi rm the changes in writing 
within one month and your sta�f should sign an agreement to say 
they have accepted these.

● If sta�f don’ t agree to the changes, you have several options: 
–  Drop the proposals altogether.

–  Change the proposals to something more palatable to sta�f 
(they may have alluded to this in the consultation). 

–  Impose the change. 

–  Dismiss your sta�f and re-employ them on new terms. (Be 
aware, that these last two options may lead resignations and/
or claims of unfair dismissal).  

You may need to hold some training sessions so that sta�f know what 
to expect of the new system. 

DOWNLOAD
Use our Performance Management Training Presentation to help 
you train sta�f in what to expect from your PM system and how this 
will run. You can download this from:
 www.care-quality.co.uk/resources
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R – Realistic: They should be achievable. Having goals that you 
cannot meet will a�fect your ability to make a profi t/market your 
company e�fectively.

T – Timely: They should have a time target by which you should 
achieve your goals.

For the targets le�t, your SMART targets would be:

● To increase occupancy for your care home from the current 80% to 
95% by June 2020 by improving advertising and marketing. 

● To increase the number of service users you can care for who have 
dementia by 50% by the end of 2020, through additional sta�f 
training and development. 

Develop Your Managers and Sta�f Objectives to Help You 
Meet Organisational Goals

You will need to do this using the tools you have chosen to include 
within your PM system. The most common forms of PM in social care 
are appraisal and supervision. The appraisal process is in 5 steps. 

Use the Appraisal Process Checklist below to assist you to introduce 
appraisal or match this against your current system. You can down-
load this from www.care-quality.co.uk/resources 

PERFORMANCE MANAGEMENT 

Appraisal Process Checklist 

Steps Requirements Done (✔)

Step 1 – Set up an 
appraisal interview.

● Identify a meeting date, duration and venue and convey this to your sta�f member. 
● Explain to your sta�f the format of the interview and whether you require them to complete 

any pre-appraisal questionnaires or reports. You can download a Pre-Appraisal Form from 
www.care-quality.co.uk/resources  

■

■

Step 2 – Prepare 
for an appraisal 
interview.

● Prior to the interview, review the sta�f member’ s job description.
● Gather reports about the sta�f member’ s performance.
● Review the previous appraisal documents and identify how these compare with current 

performance.

■
■

■

Step 3 – Carry out the 
appraisal interview.

● Explain the format of the appraisal interview (which will largely cover the format of the 
pre-appraisal form).

● Explain how appraisal can help the sta�f member to achieve the expectations of your 
organisation. 

● Discuss current performance. 
● Keep a record of the appraisal which will outline whether the sta�f member met the previous 

objectives and identifi es the new objectives you have set. You can download an Appraisal Form 
from www.care-quality.co.uk/resources  

■

■
■

■

Step 4 – Setting 
new objectives 
or identifying 
objectives that need 
improvement.

● Acknowledge the e�forts made by the sta�f member in achieving the objectives.
● Identify any improvements  that are required and make plans of how the sta�f member can 

achieve these. 
● Set new objectives (or objectives for improvement) for the next period for the sta�f member 

to meet. 

■

■

■

Step 5 – Manage 
poor performance 
sensitively.

● Be constructive rather than aggressive when discussing problems with achievement. 
● Discuss how the sta�f member might achieve the objectives and what additional help or 

training they might need with this. 
● You should also outline what might happen if the sta�f member doesn’ t make 

improvements.  

■

■

■

Set SMART Organisational Objectives for Your Business
You will already know what it is your organisation wants to achieve 
through your own governance processes. For example, this might be:

● To increase the occupancy levels for your care home to a more 
sustainable 95%.

● To double the number of service users you can care for who have 
dementia. 

To enable your PM to work, your objectives will need to be SMART so 
that you can use them to set measurable targets for your sta�f that 
will help you to achieve these goals, ultimately leading your service 
to become more profi table and marketable. Agreeing objectives to-
gether with sta�f reinforces ownership and can provide motivation, 
as opposed to just setting objectives yourself.

SMART is an acronym to the following: 

S – Specifi c: They must answer the 6 key questions of who, what, why, 
when, where and how.

M – Measurable: They contain a measure so you can see the progress 
you are making towards achievement.

A – Agreed: Everyone who has to implement them, should agree 
with them. 
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Self-assessment Considerations  

Pros Cons

The sta�f member can 
do your work for you, 
explaining their strengths 
and weaknesses.

Sta�f o�ten have a higher 
perception of their own abilities 
and performance than you do.  

The sta�f member takes 
responsibility for keeping a 
record of their performance 
and achievements.

You will need to be strong 
enough to challenge a sta�f 
member’ s di�fering perception 
of performance, and back this 
up with evidence.

You can make this fi t your 
organisation’ s values, and 
your expectations of sta�f.

Some sta�f may not be able 
to distinguish how their 
performance di�fers from their 
normal caring role. 

You  are able to get a better 
insight into what your sta�f 
have been doing.

You must take control if the 
sta�f member is performing 
poorly.

Improvements in 
communication with sta�f. 

Con�lict can arise easily with 
this method of PM.

Use Supervision to Help You Improve Organisational Practice
In addition to appraisal, you can use supervision as a means of kee-
ping practice up-to-date, or making improvements where necessary, 
for example, a�ter an incident or major complaint. 

There are di�ferent types of supervision:

● Supervision during induction – This supervision will take place 
when you have a new member of sta�f who will need to follow an 
induction programme such as the Care Certifi cate, and who will 
not work unsupervised until they have been assessed as compe-
tent with each part of the induction programme.

● Management supervision – In which you regularly challenge your 
managers to deliver on certain outcomes and workforce issues. 

● Learning and development supervision – To help sta�f improve 
their practice and learn from each other’ s experiences.

● Supportive supervision – To help a sta�f member through a 
di�fi cult period, which could be work or home related.  

Supervision can take place on a one-to-one basis or as group sessions, 
and works best when it is structured. The Structured Supervision 
Development Checklist below, o�fers some examples of how you 
can achieve this. You can download this checklist from: 
www.care-quality.co.uk/resources 

Promoting the Use of Self-Assessment to 
Manage Performance 
If you think you might want to use self-assessment as part of your PM 
process, you will need to manage this well. Particularly if you have a 
person who thinks they are much better at their caring role than you 
think they are. Use the Self-assessment Considerations table below 
to think about whether you can manage the pros and cons you will 
need to consider when implementing this type of system. 

TIP
Think of one employee and decide who they can provide feedback 
about, and who can feed back about them. This will help you to 
develop a more structured 360° feedback system, and will help you 
to develop a review system to use.

Structured Supervision Development Checklist   

Area Requirements Done 
(✔)

Frequency 
and 
timings

● Hold sessions monthly or 2-monthly.
● Hold these at the same time so 

everyone gets used to when these are.
● Develop a rota so everyone knows 

when his or her supervision falls.

■

■

■

Location ● Hold these in a suitable and easy to 
access location. 

● Prevent interruptions during 
sessions.

● Keep individual sessions private and 
confi dential.

■

■

■

Type of 
supervision

● Have a mixture of group and 
individual sessions.

● Identify these on a rota.
■
■

Content of 
sessions

● Develop a plan of topics to discuss.
● Allow room to discuss issues causing 

current concern. 

■

■

Other ● Don’ t change or cancel sessions. ■

If you feel able to manage the pros and cons, you may decide to use 
this alongside some of your other PM systems.

Developing a 360° Feedback Approach to Managing 
Sta�f Performance
This can work all ways. Managers can feed back to sta�f on their 
performance; sta�f can feed back to managers on their performance; 
sta�f can feed back on other sta�f about their performance; service 
users, family members, multidisciplinary team members and other 
stakeholders can feed back to managers and sta�f on their perfor-
mance. However, this can seem quite unwieldy if not managed well. 



www.care-quality.co.uk/resources  •  Password: Management (valid until 17.4.20) 7

Matters

Care

Quality

Use Performance Management to Help You 
Improve Practice
Of course, not everyone is going to work in the way you want them to. There will be times when sta�f performance falls below what you 
would normally expect. Therefore, taking appropriate and e�fective steps to help sta�f improve their practice will enable you to create a 
workforce that feels supported and encouraged. As a result, this will boost sta�f morale and help to retain sta�f. We o�fer some suggestions 
of how you can use your performance management system to improve performance.

Use Your Performance Management Systems to Improve 
Sta�f Care Provision
There will be times when a sta�f member’ s performance falls below 
what you would expect. In this instance, you can use your PM system 
to help your sta�f member to improve their practice. 

You have several options here:

● You can use supervision sessions or appraisal interviews to give 
the person targets to achieve, and a time-frame by which he or 
she should meet the objectives you set for them. 

● You should also set another meeting date in which you can then 
review the progress and set further targets if needed.

● You might use the sessions above to identify the need for addi-
tional training, which you can arrange for the person to attend. 
To do this, both you and the member of sta�f can come up with 
ideas.

● Alternatively, you could arrange for a mentor or coach to help the 
sta�f member to understand the need for improvement and to 
help them to develop their practice accordingly. 

Preparing for Performance Improvement Sessions 
The aim of your PM session is to help your sta�f member to improve 
their practice so that the care they provide is safer and more satis-
fying for service users, which ultimately means a more favourable 
outcome during your CQC inspection.  

It should follow a nurturing approach in the fi rst instance. If you 
don’ t take steps to give the sta�f member an opportunity to improve, 
they could use this against you in any future dismissal meetings or 
employment tribunals. Don’ t forget you will need to treat all sta�f 
equally and fairly. 

Your supervision, appraisal or other session should follow the 
format of your usual sessions, with one or two minor changes to 
cover the poor performance, rather than setting targets to meet the 
objectives of your organisation. This is an attempt to help the person 
to improve their practice in a structured and supportive manner, and 
should not form part of the disciplinary process. 

However, you will need to keep interview/appraisal records as part of 
this process, which you could use as evidence of trying to help them 
to improve going forward. 

To help with this, use our Performance Improvement Sessions 
Checklist right to make sure your organisation is treating all sta�f 
fairly when discussing performance issues. It sets out the actions re-
quired before, during and a�ter performance improvement sessions 
and the steps to take for each. You can download this from: www.
care-quality.co.uk/resources

PERFORMANCE MANAGEMENT 

Performance Improvement Sessions Checklist     

Actions  
Required

Checklist of Actions to Take Done 
(✔)

Setting up the 
performance 
session.

● Arrange a meeting date and venue 
and invite the sta�f member to the 
meeting.

● Explain the reason for the meeting 
with the sta�f member.

■

■

Prepare 
for the 
performance 
interview.

● Make sure you know what 
performance issues you need to 
discuss. 

● Have evidence available to 
highlight the performance issues.

■

■

During the 
interview.

● Outline the poor performance 
issues.

● Provide some positive comments 
about their e�forts, and 
acknowledge their achievements 
either side of outlining the errors or 
failings you need to discuss.

● Use open questions during the 
interview to elicit a discussion, 
rather than yes/no answers.

■

■

■

Manage 
the poor 
performance 
sensitively.

● Ask sta�f why they have had any 
problems with their performance, 
there could be a legitimate reason 
for this. 

● Give constructive feedback on how 
you think the person can improve 
their performance. 

● Ask the sta�f member to come 
up with their own solutions for 
improving performance.

● Discuss and agree new objectives 
for the sta�f member to achieve.

● Identify any extra assistance or 
training that is required to help the 
sta�f member.

● Make sure you give a time-frame 
by which they should meet the new 
objectives. 

● Set another meeting date to review 
progress and set further objectives 
if needed. 

■

■

■

■

■

■

■
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How to Manage Poor Performance Fairly and Equitably 
Not all sta�f will respond to your nurturing and there will be times when performance calls for more drastic action such as disciplinary 
action and even dismissal. However, you need to make sure you do this equitably, fairly and within the law. Follow our guidance to ensure 
your actions do not give sta�f the evidence to take you to tribunal.  

Even though you will have taken steps to help sta�f improve their 
performance, sometimes this just won’ t work and you will have 
come to the opinion that your sta�f member is not providing care 
in the way you want them too. This can leave you with no option 
but to dismiss the sta�f member from their role. Before doing so, ask 
yourself the following: 

You will need ensure you have the correct policies in place before dis-
missing sta�f. If you follow an unfair process, or dismiss someone for 
the wrong reasons, you may fi nd yourself at risk of a tribunal claim.

Dismissing Sta�f for Poor Performance  

Step 1. Establish the facts

Action Required Responses Required Done (✔)

Carry out an investigation to collect evidence of poor 
performance or conduct. If the allegation is about unsafe or 
abusive practice, you must decide whether to suspend the sta�f 
member whilst carrying out the investigation and hearing.

Inform the sta�f member of the need for a meeting to 
respond to the problem. This must be in writing.

■

Step 2. Invite the sta�f member to a meeting to discuss the disciplinary issue

Give details of time and venue. Make sure you explain the sta�f member’ s right to bring a 
colleague or a trade union representative. ■

Step 3. Hold the meeting

Explain the performance or conduct problem in full to the 
sta�f member, along with the evidence you have to back up the 
allegation and allow the sta�f member to respond.

The colleague or rep should not answer questions on the 
sta�f member’ s behalf, nor prevent the sta�f member from 
answering questions. ■

Step 4. Decide whether dismissal is justifi ed or whether to give a formal warning instead

If you confi rm unsatisfactory performance or misconduct, you 
must decide on the punishment, for example:
● Verbal or written warning – for a fi rst o�fence.
● Final written warning – if more serious.
● Dismissal – with or without notice – depending on the 

seriousness of the circumstances (e.g. with notice for poor 
performance, without notice for gross misconduct).

Provide sta�f with an opportunity to appeal against 
the result.

■

Step 5. Arrange and deal with appeal hearings quickly (e.g. within 5 working days) and impartially

Give details of time and venue. Again, the sta�f member has a right to bring a colleague or 
a trade union representative. ■

Step 6. Invite the sta�f member to an appeal hearing

A more senior manager should hold the appeal meeting if 
possible, if not, the decision-making should be impartial.

The manager should explain to the sta�f member that his/
her decision is fi nal. ■

Step 7. The manager decides whether there is new evidence to overturn the original decision or retain the original decision

Inform the sta�f member of the outcome of the meeting 
in writing.

The sta�f member will need to consider whether they are 
happy with the response or, if they are not happy with the 
outcome, whether to take this to an Employment Tribunal. ■

● Have I done everything I could to help the person improve their 
performance?

● Have I given them enough time to improve?
● Have I treated them equitably and fairly? 
● Could I employ the person in a di�ferent role or in a di�ferent way 

within the organisation?

If you need to dismiss a member of sta�f, follow our Dismissing Sta�f 
for Poor Performance guidance below to do this fairly and equitably 
and keep within the law. You can download this from: 
www.care-quality.co.uk/resources

DOWNLOAD
Use our Disciplinary and Dismissal Policy to compare to yours.  
You can download this from www.care-quality.co.uk/resources


