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	3.
	INDUCTION AND PROBATION


3.1
INTRODUCTION

The importance of professional development for ALL staff cannot be over emphasised.  This should begin with an effective induction programme, which may or may not be a part of formal probationary arrangements, and lead to systems of appraisal and job review, reinforced by appropriate in-service training.

Induction and probation are usually concurrent processes, however, there is a significant difference between the two.  Assessment for probation is carried out to determine professional proficiency and to ensure that the individual is able to meet the minimum requirements of the job.  Assessment for induction on the other hand is the starting point for long term professional development.

3.2
INDUCTION

The Recruitment and Selection chapter in this Handbook emphasises the fact that the recruitment process continues once an appointment has been made.  It is therefore essential that an effective induction programme is devised for ALL staff, both for those who are taking up their first post and those who may be very experienced but are joining the school for the first time.  The programme should provide appropriate help, support and advice based on a consideration of the needs of the individual member of staff.  The type and amount of support needed will vary, however the Induction Checklist for school staff (which can be found in the Forms Section of the Schools HR Website and can be accessed at Probation and Induction ) is suggested as a useful starting point.

The specific arrangements for the induction of Newly Qualified Teacher (NQTs) are contained in the NQT Induction Section of the Schools HR website, which can be accessed at Induction of Newly Qualified Teachers.

It is recommended that all the arrangements for the induction of staff are included in the school's documentation for staff, making sure that those members of staff who are responsible for the arrangements are clearly identified.

3.3
PROBATIONARY ARRANGEMENTS

For new entrants to either the teaching profession or local government service induction will be part of a formal probationary period.

3.3.1 PROBATION PROCEDURE FOR SUPPORT STAFF 
3.3.1.1    
Scope

This probationary procedure applies to all new appointments that are expected to last for at least six months including: internal employees who are appointed to posts following internal or external advertisement; employees who apply for positions as part of a reorganisation (but not where an employee is assimilated to a position following an 80% or more match); and temporary appointments.  Employees appointed through the Redeployment Procedure are excluded.

3.3.1.2 Principles 

A copy of this procedure should be given to all new support staff on starting with the School. The purpose of the probationary period is to: 
· Ensure that the new employee settles into their job and understands their role, accountabilities, objectives and performance standards. 
· Support the new employee in meeting the required standards of performance.
· Assess the new employee's performance so that where they meet the required performance standards they may be confirmed in their new job. 
Employees will not normally be eligible to apply for temporary, permanent, secondment or “acting-up” opportunities, until they have successfully completed their initial probationary period.
The School should aim to ensure that all employees are treated fairly and equitably. This procedure supports the aim in two ways: 

· By setting out a framework for ensuring that new employees know what is expected of them, understand the process of probationary assessment and receive the support and encouragement necessary to enable them to be successfully confirmed in appointment.  
· By requiring Line Managers to be explicit about the standards and criteria that will be used to assess probationary employees and establishing a framework for supervising and supporting new employees throughout their probationary period. 

The School should be aware that new employees may feel disoriented and isolated in their new surroundings at first, particularly if they happen to be in a minority in comparison with the rest of the work group. Line managers are expected and required to recognise the particular problems that some employees may face and to address any such concerns within the individual employee's personal induction. If it seems likely that such issues may arise, line managers should plan in advance of the employee's start date how to respond and should contact the school’s HR service provider for advice on how such employees may be supported throughout their probationary period and beyond. 

3.3.1.3
Assessment 

Objective assessment criteria need to be determined before the new employee starts work.  Whilst the role profile and person specification are the starting points for identifying assessment criteria, it should be remembered that the purpose of the probationary period is to assess performance in the job rather than confirm judgments made at selection about whether the new employee meets the selection criteria.  In addition to the relevant elements of the person specification, other areas for the development of assessment criteria might include:

· Targets (including quantity and quality of work) 

· Conduct: 
· Punctuality and timekeeping
· Attendance
· School competencies
3.3.1.3.1 Target Setting

Key result areas linked to the role profile and targets/timescales relating to these should be discussed with the new employee from the start and confirmed in writing. Progress on achieving them, including the quantity and quality of work should be monitored regularly. Performance against the set targets will form a key part of the probation reports detailed in the section below.

3.3.1.3.2 Meetings

The Line manager should meet with the new member of staff within their first few days to: 

· Set out the standards and assessment criteria that will be used to evaluate the new employee's performance during their probationary period.

· Outline the process that will be followed during the probationary period, including a programme of regular meetings with the Line Manager and key review dates. 

· Clarify responsibilities. 

· Establish priorities.

· Ensure that they understand the section's objectives and their role in achieving them.

· Identify any initial training that the employee will need in order to carry out their duties and to make arrangements for such training to take place.
Meetings should continue regularly throughout their probationary period e.g.: 

	· 1st month:
	Weekly

	· 2nd & 3rd month, up to the initial report:
	Fortnightly to monthly

	· 4th & 5th month, up to the Final Report:
	Monthly, if the employee is making satisfactory progress, or: 

Weekly, if the line manager has identified difficulties.


N.B.: the actual frequencies will vary depending on the type of job, the seniority of the post, the degree of the change in role and responsibilities undertaken and whether the employee is new to local government.

3.3.1.4    
Reports

Formal reports during the probationary period are as follows:

	First Probation Report
	At two months, to give an initial assessment which will either indicate that the employee is making satisfactory progress or will identify areas of difficulty that need to be addressed with more intensive support. If the report identifies that the employee is experiencing difficulties, they will be given written confirmation of:

· what they need to do to demonstrate their suitability for confirmation of appointment.

· the measures that will be taken to support them in achieving the required standard of performance.
· formal notification that if they fail to achieve the required standard by the date of their Final Report their employment will be terminated. 

At four months, an interim review will be necessary if there has not been a satisfactory improvement following difficulties being raised at two months with the employee and an extension of the Probationary Period is considered appropriate.  The report will specify:  the areas where there are difficulties; the improvements required; any measures being taken to support an improvement; the length of the extension to the probationary period; and that employment will be terminated if the required standard is not reached by the end of the extended probationary period.

	Final Probation Report
	Within 6 months (or longer if there has been an extension of the probationary period) when the final assessment will be made on whether the employee will be confirmed in their post.


Line managers will meet with employees to go through the Interim and Final Reports to explain their conclusions.  This gives the employee an opportunity to comment before reports are forwarded to the school’s HR service provider. 
Interim reviews will be endorsed by a more senior manager before being passed to the school’s HR service provider to extend the probationary period. 
3.3.1.4.1
Final Report Recommendations

Line managers will submit the Final Report to a more senior manager with a recommendation to:

a) confirm the employee in their post, or 

b) terminate their employment, or 

c) where sickness is not the primary factor for the unsatisfactory performance, instigate the school’s Managing Performance Procedure with an additional option to extend the probationary period to allow a final opportunity for improvement.  This should not be for longer than 3 months and will not normally be appropriate where there has already been an extension to the probationary period, or

d) where sickness-related concerns exist, apply the school’s Managing Sickness Procedure as appropriate.

e) where both performance and sickness-related concerns exist, follow either (c) or (d) above, whichever procedure is considered more appropriate to the circumstances.  Both sickness and performance concerns should be addressed  at the same meeting, ensuring that the procedural considerations underlying both the sickness and performance procedure are covered.. 
3.3.1.5
Difficulties

If at any stage during the probationary period an employee appears to be having difficulties in achieving the required standard of performance, the line manager must meet with the employee to explain the problem.  The meeting should seek to agree ways in which the employee can be supported to achieve the necessary standards.  Line managers should document any concerns and confirm these to the employee in writing.  In addition to the above, the line manager must also explain to the employee that if they do not achieve the required standard they will not be confirmed in post and their employment will be terminated. 
3.3.1.5.1 
Extensions

In exceptional circumstances, it may be appropriate to consider an extension to the probationary period. This option may be used where the employee's performance is borderline and there are sound reasons for concluding that they will be able to achieve the required standard with appropriate support within the extended period.  The probationary period may also be suspended, or an extension granted where an employee has had a long, unavoidable period(s) of absence during which it is not possible to undertake a reasonable assessment. 

Under no circumstances will the extension to a probationary period mentioned above exceed 3 months. 

Employees will be given written confirmation of the reasons for and duration of any extension to their probationary period.
3.3.1.5.2
Misconduct during probationary period

During their probationary service staff would not normally be subject to the disciplinary procedure.  It is, however, important that the general requirements for fairness apply to them and that they are treated according to the principles of natural justice.  A suggested procedure for situations where staff are not considered to be meeting the required standards of work and conduct whilst in their probationary period is contained in Appendix 3.1 of this chapter.

3.3.1.6
Termination of Employment – Employees New To Croydon

Where the recommendation is to terminate employment, the senior manager will invite the employee and the line manager to a meeting.  The meeting provides the opportunity for the senior manager to review the conclusions of the line manager and allows the employee to state his/her case.   The employee may be represented at the meeting by a trade union representative or work colleague.  The senior manager will confirm in writing their decision to:

· dismiss the employee, with notice,  - or

· dismiss the employee without notice, where there has been a finding of gross misconduct (see  3.3.1.6.1 below) - or

· defer a decision and extend the probationary period to allow a final opportunity for improvement.  This should not be for longer than 3 months and will not normally be appropriate where there has already been an extension to the probationary period. - or

· confirm the employee in post. 

3.3.1.6.1
Gross Incapacity and Gross Misconduct

If at any time during the probationary period, the new employee demonstrates gross incapability to undertake the responsibilities of the post, or is found to have committed gross misconduct, the process in 3.3.1.4.1 and 3.3.1.6 above may be implemented immediately.   A full investigation will need to be carried out for the Final Report to recommend terminating employment under such circumstances.  
3.3.1.7 Appeal Against Dismissal 

Employees have a right of appeal to a panel of governors against a decision to terminate their employment.  The appeal may be made on the following grounds: 

· That the Probation Procedure has not been complied with and that this has detrimentally affected the new employee's ability to demonstrate their competence in the post. 
· That the standards of performance and/or assessment criteria applied were not reasonable. 
· That their line manager's assessment of their performance was inaccurate. 

To exercise their right of appeal, the employee must write to the Chair of Governors within 5 working days of receiving the written notice of termination of employment, stating their grounds of their appeal and enclosing any documentary evidence.  

The appeal will be heard by a panel of three governors who, where possible, have not been previously involved and, where applicable, and will be held during the employee's notice period.

The employee’s line manager will submit documentary evidence to the Chair of governors, or nominee, within 5 working days of receiving notification of the appeal and the grounds of the appeal. There will be a minimum of 5 working days written notice of the date and time of the appeal hearing. The written notice of the appeal hearing will state that it may proceed at the time and date specified whether or not the employee attends. 

3.3.1.7.1 The appeal hearing 

The appeal hearing will proceed as follows: 

· The panel of governors, usually supported by a representative of the school’s HR service provider, will consider the documentary evidence. 
· The employee, or their representative, will be given the opportunity to make a statement in support of their appeal. 

· The line manager will be given an opportunity to make a statement in response. There will be no calling of witnesses unless the Panel decides that a particular witness has evidence that will assist him/her in reaching a fair decision.  If witnesses are called, the Panel, the employee or their representative and the line manager will normally be given the opportunity to question the witness(s). 

· Witnesses will leave the hearing once they have given their evidence. 

· Both sides will withdraw at the conclusion of the hearing whilst the panel deliberates and reaches a decision, supported by a representative of the school’s HR service provider. 

· Both sides will be recalled to be told the decision, which will be confirmed in writing within 3 working days. 

The panel's decision will be final.  There is no further right of appeal. 

Copies of the First and Final Probationary Report forms for support staff can be found in the Forms Section of the Schools HR website and can be accessed at Probation and Induction. 
A flowchart chart showing an overview of the probation process for support staff is shown in Appendix 3.2
3.3.2 Probation and Induction Arrangements for Newly Qualified Teachers (NQTs)

The Local Authority, as the maintaining authority, requires all newly qualified teachers to complete an induction period.

The Education (Induction Arrangements for School Teachers)(England) Regulations 1999 and The Education (Induction Arrangements For School Teachers) (England) Regulations 2008 define the arrangements for every newly qualified teacher to complete a period induction.

Head teachers of schools taking on NQTs, including supply teachers, for a term or more are responsible, with Appropriate Bodies, for the supervision and training of NQTs during their induction period. The head teacher along with the Appropriate Body is responsible for ensuring that each NQT has an appropriate induction programme. The head teacher must also recommend to the Appropriate Body whether the NQT has met the requirements for satisfactory completion of the induction period. While the head teacher may not delegate these responsibilities, many of the associated tasks may be carried out by an induction tutor or other suitably experienced colleague who has considerable contact with the NQT.

The induction period for a full-time NQT will usually be one academic year. The exception is where a teacher moves between schools operating different term systems mid-way through induction, in which case the induction period is a calendar year. The induction period for a part-time NQT is calculated pro rata so that the same number of school sessions is covered as for a full-time NQT.

There are three points during the induction process, towards the end of each term, when formal assessments need to be made. At the end of each term an NQT Assessment form in respect of each NQT should be sent to the NQT Administrator, HR & OD, 8th floor (South), Taberner House, Park Lane, Croydon, CR9 3JS. 

An overview, showing the key stages of the induction process, is shown as Appendix 3.3 of this chapter. 
The assessment forms to be used can be found in the Forms section of the Schools HR website and can be accessed at Newly Qualified Teachers Forms.  These forms are produced by the DCSF and should be used by the school to inform the LA of the progress of individual NQTs within 10 working days of the relevant assessment meeting. 

Detailed guidance on the Education (Induction Arrangements for School Teachers)(England) Regulations can be found in the NQT Induction Section of the Schools HR website and can be accessed at Induction of Newly Qualified Teachers .

APPENDIX 3.1
PROCEDURE FOR DEALING WITH MISCONDUCT BY SCHOOL SUPPORT STAFF DURING PROBATIONARY SERVICE

1.
Employees subject to probationary service are on trial in relation to all aspects of their suitability.  The operation of the school's disciplinary procedure does not normally apply to them.  It is, however, still important that the general requirements for fairness do apply and that they are treated according to the principles of natural justice.

2.
In the case of probationary employees it is essential that before any action is taken under this procedure, the head teacher or his/her representative is satisfied that the employee has received proper induction in the form of:-

(i)
making the employee aware of his/her precise duties and the standards required by providing a job description detailing the duties and responsibilities of the post;

(ii)
giving proper and adequate instruction and ensuring that the employee understands what is required.

3.
  In addition there should be positive and constructive continuing supervision and an "early warning" system should exist, which ensures that probationary employees are informed at an early stage if they are not meeting the required standards of performance or conduct, and are given the support and training needed to improve.

4.
If, however, it is felt that the employee is not meeting the required standards of performance, conduct, attendance or punctuality and has failed to respond to informal warnings from his/her supervisor, the head teacher should be informed.  The head teacher should then arrange for his/her representative to interview the employee, who should have been advised of his/her right to be represented.  The precise nature of the reason(s) for the interview will be explained and the employee should be given the opportunity to state his/her case.  If then appropriate, suitable written warnings will be given.

5.
If despite written warnings it is likely that the probationary employee is not suitable for continued employment a further interview should take place.  After ensuring that the employee is aware of the nature of the reasons for the interview and has been informed of his/her right to be represented, (s)he should be allowed to state his/her case.

6.
If the head teacher's representative is satisfied that further action is warranted he/she may:-

(a)
decide that the employee should no longer be employed at the school and advise the Authority accordingly.

(b)
defer a decision to require that the employee be no longer employed at the school and give the employee a period of time for final improvement, bearing in mind the outstanding period of probation.

(c)
return the employee to duty, perhaps with an extension of the probationary period.

Any decision reached under this stage of the procedure should be confirmed in writing within five working days of the hearing.  At this stage it is most important that a positive decision is taken as to the future of the probationary employee.

7.
In exceptional circumstances it may be necessary to consider dismissal of an employee within a very short period of time following commencement of service where it is plainly demonstrated that an employee is totally unsuitable for the work for which (s)he has been appointed.

8.
Also in exceptional circumstances, fairness may require that the main disciplinary procedure (see Chapter 10) should apply to an employee during their probationary period.  This is when the employee is accused of a single act of gross or serious misconduct and the facts of the case are in dispute.

9.
A probationary employee may ask for a review of the decision that they no longer be employed at the school.

10.
Where it is intended to require that an employee is no longer employed at the school, consideration should be given to providing counselling on alternative employment or educational opportunities.









APPENDIX 3.2

Support Staff Probation Process Flow Chart        










APPENDIX 3.3
KEY STAGES IN THE INDUCTION PERIOD FOR NQTS

Formal Assessment




Support and monitoring






Term 1











Week 5









Term 2









Half Term









Term 3










Half Term






Extension of Probationary Period





Appeal Meeting with Panel of Governors





Confirms Dismissal





Meeting Held by Senior Manager








Final Review


(if not already extended)





Recommends Dismissal





Final


Probation


Report


(Meet employee)





Sickness Procedure or Final Stage of Managing Performance Procedure 





6 months 


(max 9 months if extension)





4 months





2 months





Recommends Appointment





Consider Extension





Fortnightly/


Monthly


Meetings





Performance


Unsatisfactory





Performance


Satisfactory





Fortnightly/


Monthly


Meetings





Fortnightly/


Monthly


Meetings





Performance


Unsatisfactory





Performance


Satisfactory








INTERIM


REVIEW





1st Probation Report





New starter





Setting of objectives based on the CEDP, school context, and the Induction Standards





Observation of NQT and follow up. discussion





Assessment meeting 1 with induction tutor and/or headteacher. Main focus: consistency in meeting Standards for QTS.





Report sent by headteacher to Appropriate Body





Meeting to review progress & objectives.





Individual Support programme for NQTs including for example:


Observation of experienced teachers; discussion with school SENCO; where appropriate, training and advice from outside the school; taking part in external training events; participating in working groups.





Observation of NQT and follow up. discussion





Meeting to review progress & objectives.





Observation of NQT and follow up. discussion





Meeting to review progress and objectives.





Assessment meeting 2 with induction tutor and/or headteacher. Main focus: consistency in meeting Induction Standards





Report sent by headteacher to Appropriate Body





Observation of NQT and follow up. discussion





Meeting to review progress and objectives.





Observation of NQT and follow up. discussion





Assessment meeting 3 with induction tutor and/or headteacher. Main focus: 


Whether the NQT has met the Induction Standards





Headteacher sends recommendation to the Appropriate Body which then makes a final decision and informs NQT, DfEE, GTC and NQT’s employer





Meeting to review progress and objectives.





Observation of NQT and follow up. discussion





Meeting to review progress and consider objectives for the second year of teaching.








PAGE  
13
Chapter 3 Induction  Probation 2008
Updated July 2008


