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Appendix 1 
 

Performance Management FAQs 
 
Do I need to write to the individual to invite them to the informal discussion 
about their performance? 
 
A formal letter is not required for this step of the process, however, the contents of the 
meeting should be documented and provided to the individual afterwards as both a 
record that it occurred and a guide for them to refer to for information on what is 
expected of them, how their performance will be measured, over what time period, the 
support they can access and what the potential consequences of the review meeting 
might be. 
 
Do I need to document all the informal review meeting discussions? 
 
Yes it’s really important for you to be able to demonstrate support and clear actions 
during the Performance Management Process, even in the informal stages.  Quick 
notes of the main meeting points written up into a concise letter or email following the 
meeting will suffice. 
 
How do I decide whether improvements in performance are ‘sufficient’ enough 
to not warrant progression to the formal stage of the procedure? 
 
It is a good idea to be very clear at the initial Informal Stage Meeting what your 
expectations are regarding the objectives which you have set the individual.  To avoid 
subjectivity it is helpful to state clearly at this meeting that you expect “all the objectives 
to be met by the time of the review meeting” and the possible consequences for the 
individual if they are not.  If the objectives you have set are SMART it should be 
straightforward to state whether each has been met. 
 
What is a SMART objective and how do I write one? 
 
Specific 
Measurable 
Achievable 
Relevant 
Time-bound 
 
Example of a SMART objective: “to write at least 10 letters per day and these must 
contain no spelling errors or grammatical mistakes.  Your progress will be checked at 
the end of each day and the timescale for improvement is 4 weeks, on the basis that 
you will have met this target for each day during the fourth week of monitoring.” 
 



CNTW(HR)13 
Appendix 1 

 
Cumbria, Northumberland, Tyne and Wear NHS Foundation Trust  
Appendix 1 – Performance Management FAQs – V02-Jan2020 
CNTW(HR)13 – Management of Staff Performance Policy 

2 

SMART objectives are required so that the employee knows exactly what is expected 
of them and so that progress against them can be measured fairly and accurately. 
 

 

Do I need to offer the maximum timescales for improvement that are mentioned in the Policy? 

 
No the timescales in the Policy are a guide and provide maximum limits only.  Staff 
are employed into many NHS roles requiring a certain level of prior skills and 
experience.  Therefore if you have recruited on this basis a monitoring period of 4 
weeks at each stage of the procedure will be sufficient in many cases, for the individual 
to improve to the standard required or to necessitate progressing them to the next 
stage of the procedure. 
 
 
How often should I meet with the individual during their monitoring period? 
 
If the timescale for improvement is 4 weeks then it would be advisable to meet with 
the staff member informally each week to discuss progress, raise any issues which 
have occurred, offer support and ask how they feel they are doing.  This meeting will 
demonstrate ongoing support to the individual and the opportunity to maintain 
appropriate expectations of progress and the potential outcome of the monitoring 
period. 
 
 
What support can I offer the individual to help them improve? 
 

 A ‘buddy’ to ask for advice and/or to work with during the monitoring 
period 

 

 Coaching 
 

 Training 
 

 Mentoring 
 

 Supervision 
 

 The opportunity to produce and present training material on the topic to 
the team 

 

 Shadowing a more experienced colleague 
 

 Textbooks, DVDs, internet links for the individual to research in their own 
time 

 

 A safe environment for a limited time to practice and make mistakes 
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Documenting all the informal review meetings is really time-consuming – do I 
have to? 
 
You will need to document the meetings in some form, however, you can make this 
easier by preparing a table at the start of the process like the one below.  Take a 
template like this to each meeting and write directly into it during the discussion. 
At the end of the meeting photocopy the record sheet, give the copy to the employee 
and keep the original for your file. 
 

 

Objective 

 

Date 
Progress this 

week 

Support 
accessed this 

week 

 

Comments/Actions 

 
 

    

 
 

    

 
 
The employee has gone off work sick during the performance management 
process – do I continue? 
 
You need to be able to demonstrate that you have given the individual adequate time 
to improve their performance, therefore whatever the length of time you have set for 
improvement, the individual needs to be monitored at work for this period.  If the 
employee becomes sick 2 weeks into a 6 week monitoring period then halt the process 
until they return to work, when they will then complete the remaining four weeks of 
monitoring.  During their time off sick the individual should be managed, supportively 
as usual, under the Managing Sickness Absence Policy – CNTW(HR)10, without 
reference to their performance management.  
 
 
The employee has annual leave during their performance management 
monitoring period – what shall I do? 
 
All you need to do is extend the monitoring period by the length of their annual leave 
period to ensure that they have the full length of the monitoring period in work to be 
assessed against, even if this period is broken up by annual leave.  If you do feel that 
the individual has been disadvantaged as a result of this break you may choose to 
extend the monitoring period further to give sufficient time for them to make 
improvements. 
 
 
Stage 3 of the Performance Management policy refers to presenting a ‘Statement 
of Case.’ What would I need to prepare for that? 
 
You will need to explain to the Hearing Manager at the Stage 2 Meeting why you have 
had to progress the individual to this stage of the Policy ie where their standard of 
performance has failed to improve over the relevant timeframes.  To present this is in 
a readable format you may choose to write a short report stating: 
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 The dates that you initially raised concerns with the individual and the 
informal discussions and actions you took to address the 
underperformance 

 

 The support you offered to the individual and whether they accepted it 
 

 A chronology of the dates you met with the individual 
 

 What the concerns are, how this has been objectively evidenced and 
what objectives you set to address them 

 

 Any mitigation raised by the employee to account for their 
underperformance and how you addressed for this 

 

 How you measured the individual’s performance against the objectives 
and what the outcomes were 

 

 Include as appendices the formal outcome letter which you sent to the 
employee at Stage 1 of the Procedure.  Bring all the Notes from your 
Informal Performance Meetings and Reviews with you to the Hearing to 
evidence that they took place and were documented (if asked) 

 

 Be objective and factual in your report.  Be clear about the areas of 
concern, the actions you have taken to address these, the timescales 
over which you have already assessed and the fact that the 
underperformance is still occurring  

 
Do I need to manage the employee differently if their performance difficulties are 
due to their health? 
 
You will still be required to use the Management of Staff Performance Policy and to 
work through the stages of the procedure, the same as you would for an employee 
with performance issues unrelated to their health.  Please also refer to the Managing 
Sickness Absence Policy – CNTW(HR)10, if they are absent from work due to 
sickness.  When managing their capability you will need to ensure that you have 
referred the individual to Occupational Health at the start of the process (and again if 
you are progressing through the formal policy stages) for their advice on the 
reasonable adjustments you may need to make in the workplace to assist the 
individual to perform at their best.  Even if you do not think that the performance issues 
are as a result of poor health you must ask the question of Occupational Health to 
receive a medical view on the matter. 
 
In your referral to Occupational Health you will need to include a copy of the individual’s 
job description and explain which areas the employee is having difficulty undertaking.  
It will be helpful to Occupational Health to give some examples of the 
underperformance, state any support you have already given to the employee and 
explain if there are any obvious supportive measures which you have considered but 
had to rule out due to Service needs. 
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Questions you may decide to ask of Occupational Health are: 
 

 The individual is currently being performance managed in these specific 
areas e.g. their communication style towards patients.  Please advise as 
to whether their health condition has the potential to impact adversely 
upon their communication style 

 

 If it is likely that their health is impacting upon their work performance 
can you suggest any reasonable adjustments that I should consider 
making to either the work environment or to the duties of the role? 

 

 Is there likely to be an improvement in the employee’s health condition 
and if so what are the timescales for improvement? 

 

 Is the employee receiving support/treatment to improve their condition? 
 

 Is there any health reason why the individual should not be capable of 
meeting the attached objectives within the given timeframe, if reasonable 
adjustments and support are implemented? 

 

 Refer to the Managing Sickness Absence Policy – CNTW(HR)10 
 


