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Is this a new policy? No 
If ‘yes’ why is it required? 
i.e. to satisfy best practice/comply 
with new legislation 

 

If ‘no’, name of previous policy and 
reason for replacement 

Management of Employment Capability Policy 

  
Summary of Substantive Changes Made 

 
Section: 7.2 – Stage 1 

Removal of the wording as follows: 
 

 The investigating officers / management 
will be required to submit a written case to 
the Stage 1 Panel’s HR Representative no 
less than ten working days prior to the 
capability hearing. The Panel’s HR 
Representative will in turn forward the 
management case to the employee, or their 
representative who in turn will be required 
to submit a response no less than five 
working days prior to the capability hearing. 

 
 … submit a request to their line manager 

requesting that a Stage 2 meeting be 
convened.    

 
Section: 7.3 – Stage 2 

Removal of the wording as follows: 
 

 The investigating officers / management 
will be required to submit a written case to 
the Stage 2 Panel’s HR Representative no 
less than ten working days prior to the 
capability hearing. The Panel’s HR 
Representative will in turn forward the 
management case to the employee, or their 
representative who in turn will be required 
to submit a response no less than five 
working days prior to the capability hearing. 

 
 
Section: 8 – Stage 3 

Removal of the wording as follows: 
 

 A Director of the organisation with authority 
to dismiss will be appointed to convene and 
chair a Stage 3 Appeal Hearing. A senior 
manager with knowledge of the same 
discipline as the employee’s area of work, 
along with an HR representative not 
previously involved in the case will support 
the Chairperson on the Stage 3 appeal 
panel. 
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Section: Appendix 2 added 

 
 Flow Charts added to reflect process 

stages and key responsibilities. 
 
Section: Guidance Note 1 

 
 Section added to clarify management 

escalation. 
 Section added to identify other relevant 

policies 
 
 

 
Summary of Technical Changes Made 

 
Section: 

 

 
Section: 

 

 
Section: 

 

 
Section: 

 

 
Section: 
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1. Policy Statement 

1.1 It is the aim of NHS Ayrshire and Arran to ensure that all employees are treated 
in a fair and equitable manner. Employees are required to perform the duties of 
their post to an acceptable standard. Where this standard is not met, 
employees will be offered support, encouragement, guidance and if necessary 
training to improve their work performance.  

The procedure is to be used where there is a genuine lack of capability, rather 
than a deliberate failure on the part of the employee to perform to the standards 
of which they are capable. In the event of a deliberate failure by the employee, 
reference to the Management of Employee Conduct Policy would be 
appropriate.  This would be a question of “won’t do” rather than “can’t do”. 

This policy and procedure are designed to deal with those cases where the 
employee is lacking in some area of knowledge, skill or ability, resulting in a 
failure to be able to carry out the required duties to an acceptable standard. 
This policy should not be used where there are capability concerns relating to 
an employee’s ability to maintain a reasonable level of attendance. In this 
instance, guidance is provided within the Promoting Attendance Policy. 

1.2 Where an employee's lack of performance is related to a capability issue, the 
primary objective must be to assist and support the employee to improve to the 
required standard and every effort must be made to keep the employee at work. 
The reasons for the unacceptable performance need to be identified and an 
appropriate course of action jointly agreed. Only if reasonable adjustments, 
training, referral to independent counselling service or consideration of 
alternative employment fail to produce the required improvement should a 
dismissal for lack of capability be considered. 

1.3 Nothing in this procedure is intended to prevent the normal process of 
supervisory control where managers allocate work, monitor performance, draw 
attention to errors and quality of work and, importantly, highlight work done well. 
This ongoing day-to-day process may include informal assistance in achieving 
improvement to the required standard. This process will be carried out in 
conjunction with the personal development review process. Such discussions 
are not part of the formal capability procedure and therefore formal interviews 
and representation are not appropriate to this everyday ongoing process.  

1.4 This procedure has been developed in partnership with the trade unions and 
professional organisations. It reflects current best practice as identified in PIN 
Policy and relevant employment legislation.  

2. Definition 

2.1 The Employment Relations Act (ERA) 1996 states that "capability (is) assessed 
by reference to skill, aptitude, health or any other physical or mental quality". It 
also indicates that "incapability must relate to the work or the kind of work that 
the employee was employed by the employer to do". This must be determined 
in accordance with employee's current contractual obligations. 
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2.2 A genuine lack of capability may come about for a variety of reasons 
 including the following: 

 Ill health  
 Personal circumstances  
 Qualifications e.g. loss of driving licence, if essential to undertake the  
 duties of the post  
 Lapse or loss of registration 
 Changes in the workplace environment  
 Imprisonment  

The procedure outlined in this policy will assist in dealing with capability issues 
associated with any of the above. Please note this list is not exhaustive.   

Please be aware that capability issues may be linked to conditions which fall 
within the scope of the Equality Act 2010.  This legislation brings additional 
responsibilities which must be considered. 

3.  Aims of Policy 

3.1 This policy will ensure that capability issues are dealt with in a fair and equitable 
manner. The policy provides: 

 Support to employees to improve performance wherever possible  
 Firm but fair and consistent means of dealing with capability problems 

3.2 The aims of the policy will be achieved by: 

 Ensuring consistency in the management of capability, maintaining respect 
for the individual and the diversity of all staff  

 Early intervention when poor performance is identified, enabling a 
supportive approach to be taken. There should be a range of options 
available to deal with such matters.  Please refer to the Guidance Note for 
Managers – Guidance note 1 

4.  Representation 

 At all stages of the procedure, an employee is entitled to be accompanied by a 
representative of a recognised trade union and or professional association or a 
workplace colleague of their choice. It is the responsibility of the employee to 
arrange this representation. 

5.  Procedure 

Where evidence exists that there is a genuine factor which renders an 
employee incapable of carrying out their current role, and all parties are in 
agreement that no reasonable adjustments are possible other than 
redeployment, there is scope to move straight to the formal process at Stage 2.   
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6.  Informal Process  

In order to determine whether there is a capability issue, the following questions 
should be considered: 

 Have any concerns been identified about the employee’s performance? 
 Has the employee identified any difficulties in meeting the requirements of 
 the post? 
 What are the indications that the employee is not meeting the requirements
 of the job?  

Where performance issues are identified managers should endeavour to deal 
with these informally in the first instance.   

On some occasions an informal chat between the employee and their line 
manager may be all that is required.  However, where there are ongoing or 
unresolved performance issues, an informal meeting should take place. This 
will require a sensitively handled discussion aimed at establishing an 
atmosphere of trust and confidence. 

At this meeting the manager should encourage and support the individual to 
describe the situation from his/her perspective, ascertaining whether the 
employee accepts or understands that there is a problem and if so, if they will 
respond positively to constructive support and assistance to improve their 
performance.  The manager will ensure that the employee has had guidance, 
support and any relevant training required to undertake the job. 

Managers should also be alert to possible contributing factors, e.g. relationships 
with colleagues, fears of inadequacy and or failure, lack of promotion, 
insufficient training, personal and/or health reasons.  An agreed supported 
improvement plan with time-scales and a review mechanism should be 
formulated and agreed and signed and a copy retained by both parties.  

In many cases this will lead to a satisfactory outcome.  

7  Formal Process  

Formal action may be appropriate where an employee has not been able to 
achieve the required improvement(s) in performance, or in more serious cases. 

If in doubt at any stage of this process advice can be sought from the 
Department of O&HRD. 

7.1  Formal Stages 

If informal interventions have not resulted in sufficient or sustained 
improvement of the employee's performance a more formal approach will be 
adopted.  
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7.2  Stage 1 

Where an employee is failing to perform to an acceptable standard despite 
having been given initial, informal guidance and support, a meeting will be 
arranged by the line manager. A HR representative will be in attendance. The 
employee has the right of representation. The employee will be given 
reasonable advance notification of the meeting by letter, which should not be 
less than twelve working days unless by mutual agreement. This will include; 

 Those who will be in attendance, the time date and venue 
 the policy and stage being used  
 Clear details of the alleged shortfall in performance 
 The right of representation  
 The requirement to confirm attendance and receipt of the letter  

The letter will also advise the employee of their right to suggest alternative 
dates, where possible, for the hearing if they or their representative are unable 
to attend at the original date.  Whilst one alternative date must be suggested 
that is within five working days of the original date all parties will endeavour to 
reconvene the meeting within twenty working days of the original date. 

A copy of the policy, any action plan and all necessary supporting 
documentation should be enclosed.  

The purpose of this meeting will be to discuss and agree the: 

 Areas in which their performance is unsatisfactory  
 Improvement in performance which is required, and how it will be measured  
 Action plan, detailing adjustments and support mechanisms for addressing 

the performance issues with an agreed timescale for improvement  
 Date their performance will be reviewed again  
 Action which may follow if the required improvement in performance is not 

achieved i.e. escalation to a senior manager/manager with delegated 
authority  

There must be an opportunity for the employee to answer these points and to 
explain any difficulties which they may be having, and a discussion on the ways 
and means by which the desired improvement may be achieved. 

The details of this meeting will be formally recorded in a letter to the employee 
from the manager within ten working days, where possible, of the meeting. The 
letter will also include details of the right of appeal and a copy of the agreed 
action plan which should be signed by all parties.  

If, at the agreed review date the desired improvement has been achieved, the 
employee will be appraised of the situation. This will be recorded and the 
employee will be given written confirmation within ten working days of the 
review. If alternatively, this has not been achieved, the line manager will 
determine the appropriate action including the appropriateness of escalating the 
case to Stage 2.  
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7.3  Stage 2 

The manager then commences the Stage 2 proceedings and a Stage 2 
Capability meeting will be arranged which they will chair or alternatively be 
chaired by an identified manager with delegated responsibility.  Also in 
attendance will be the line manager involved at Stage 1 and a HR 
representative. Correspondence and notice of this meeting will be as per Stage 
1.  

The format for Stage 2 will be as detailed in Stage 1.   The support measures 
and adjustments previously identified will also be reviewed by the immediate 
line manager or appropriate alternative manager and there will be discussion as 
to whether they should continue or further adjustments made. The employee 
will be given the opportunity to answer the points made and provide any 
relevant information. In some circumstances at this stage redeployment may be 
considered.   

All correspondence following this meeting will be as per Stage 1 with the 
exception that a failure to achieve the necessary improvement within the 
agreed timescale will have led to consideration of possible options which might 
include redeployment, or if not appropriate, termination of employment on the 
grounds of capability should the employee be in agreement. (See Guidance 
Note for Managers – Guidance Note 1).  

If, at the agreed review date the desired improvement has been achieved, the 
employee will be appraised of the situation. This will be recorded and the 
employee will be given written confirmation within ten working days of the 
review.  If alternatively, this has not been achieved, the line manager will 
determine the appropriate action including the appropriateness of escalating the 
case to Stage 3.  

7.4  Stage 3 

If it is considered that the individual has failed to demonstrate the necessary 
improvement as outlined in the agreed action plan, a Stage 3 capability meeting 
will be convened by the relevant manager with the authority to dismiss, who will 
be accompanied on a panel by a HR representative not previously involved and 
an independent senior manager from outwith the department. It will be 
expected that at least one member of the panel would have knowledge of the 
same discipline as the member of staff being brought before a Stage 3 
Capability Panel.  
 
The employee has the right of representation as at Stage 1 and Stage 2 above. 
Also present will be the Senior Manager and HR representative involved at 
Stage 2 who will attend to present the management case.  Management will be 
required to submit a written case to the Stage 3 Panel’s HR representative no 
less than ten working days prior to the capability hearing. The Panel’s HR 
representative will in turn forward the management case to the employee, or 
their representative who in turn will be required to submit a response no less 
than five working days prior to the capability hearing.  
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 The purpose of this meeting will be to discuss: 

 
 Areas in which their performance remains unsatisfactory 
 Improvement in performance which was required, and how it was measured  
 What action has been taken by the organisation and the individual with 

regard to the agreed action plan, adjustments and support mechanisms put 
in place to address the performance issues  

 Whether there are any further considerations, not previously explored, 
which might result in the required improvement being achieved or whether 
timeframes previously applied should be extended, with clear consideration 
of the Equality Act 2010 

 Whether the employee will be able to achieve a satisfactory level of 
performance within a reasonable period of time 

 Whether further consideration should be given to possible permanent 
redeployment (at the same or lower pay level), and whether the alternative 
job is likely to be performed to the required standard by the employee 

 Whether in this case their employment should be terminated on grounds of 
capability  

 
If following consideration of the above, the panel conclude that there is no 
prospect of an improvement in performance and there is no prospect of 
providing suitable alternative employment, the employee’s contract of 
employment will be terminated on grounds of capability. 
 
The outcome of the meeting will be formally recorded in a template letter to the 
employee from the Chair of the Panel at the earliest opportunity or within ten 
working days of the meeting. Where the outcome of the meeting is that the 
employee’s contract has been terminated on grounds of capability, they will be 
entitled to payment of notice in line with their Terms and Conditions of 
Employment, and payment for any leave outstanding.  
 

8.  Appeals 

The right to an appeal exists at all stages of the formal procedure. There will not 
be a delay in implementing management decisions pending an appeal, but the 
decision may be subsequently amended or reversed as a result of an appeal 
hearing.  

Stage 1 and Stage 2 

At Stage 1 and Stage 2, an employee, who is aggrieved at the decision made at 
either stage, has the right to appeal to the manager to whom the decision 
maker is responsible who will in turn convene and chair the Appeal Hearing.  
An HR Representative will support the Chairperson on the appeal panel. 

Stage 3 

An employee who is aggrieved at the decision made at Stage 3 has the right to 
appeal to the Director of O&HRD.  Any appeal should be made in writing, on 
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receipt of the outcome letter of the Stage 3 hearing, clearly stating the grounds 
for their appeal, and should be received within ten working days of receipt of 
the confirmation letter. 

9.  Arrangements for Appeals against Dismissal 
 

Employees will have the right of appeal against the decision to terminate their 
employment, which should be made in writing to the Director of O&HRD within 
ten working days of receipt of the letter advising them that their employment 
with the organisation has been terminated.  

The appeal will be heard by a panel consisting of a Director of the organisation 
who will act as the chairperson; a senior HR representative and a Senior 
Manager or Director with special knowledge of the field of work of the 
employee.  If this is not possible, the panel will appoint an assessor with 
expertise in the employee’s field of work to advise on matters raised during the 
hearing.  This appointment should be agreed with the employee.  No member 
of the panel will have had any previous knowledge of the case. 

The Senior HR representative will be responsible to co-ordinating all 
arrangements on behalf of the Director.  

The appeal hearing will be held within a reasonable timescale of receipt of the 
appeal – within twenty working days.  

The employee and their representative will be informed in writing of the date, 
venue and time of the appeal hearing. They will also be advised of the names 
of those who will hear the appeal.  

The employee will be advised of their right to be accompanied by their trade 
union or professional organisation representative or work colleague.  

The employee, or their representative, will be required to submit a written case 
to the Stage 3 Panel’s HR Representative no less than ten working days prior 
to the capability hearing. The Panel’s HR Representative will in turn forward the 
employee case to the management who in turn will be required to submit a 
response no less than five working days prior to the capability appeal hearing.   

The Chairperson of the appeal hearing should clarify the grounds on which the 
appeal is made before inviting the employee to present the case for appeal. 
The employee or their representative acting on their behalf can undertake this 
activity. Thereafter, management will be given the opportunity to respond.  
 
The appeal process provides the organisation with the opportunity to ensure the 
initial outcome decision was based on a balanced consideration of all facts and 
related information.  Furthermore any new evidence or information that has 
come to light following the initial outcome decision should be considered in the 
context of this decision and may be taken into account when determining the 
outcome of the appeal hearing. 
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In order to prevent unnecessary delays to the appeal process new evidence or 
significant information identified prior to the appeal hearing should be raised in 
advance of the hearing and shared with all parties involved. This may include 
the day of the hearing itself. If necessary, the Appeal Panel will convene at the 
earliest opportunity to determine the implications of the new information.  In 
considering the relevance of the new evidence or significant information the 
Appeal Panel, through the Chairperson will seek to reach agreement with all 
parties on how the Appeal will proceed.  

The Appeal Panel must consider all the information presented at the hearing by 
the employee and the manager. All panel members will assist the chair of the 
panel in reaching an objective decision.  

10. Review 
 

This policy will be monitored and reviewed every two years or sooner in light of 
any legislative changes and in line with NHS changes such as, for example, 
Agenda for Change, to review its utilisation and impact on service provision.  
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Appendix 1 

 

Supported Improvement Plan 
 

Area of concern Level of 
expectation 

Evidence of 
achievement 

Support measures Review 
date 

   (s) Sustainable 
(t) Temporary 
 

 
 
 
 
 
 
 

 
 
 

    

 
 
 

    

 
 
 

    

 
 
 

    

 
 
 

    

 
 
 

    

 
 
Employee Signature:  …………………………  Date: ……………. 
 
 
Line Manager Signature: …………………………  Date: ……………. 
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Appendix 2 
 
Guidance Note for Managers (Guidance Note 1) 
 
The Manager should  
 

 Encourage the individual to describe the situation from their perspective. 
  
 Probe the individual’s description by the use of open-ended and non-negative 

questions (e.g. how, what, why, when, where).  
 

 Be alert as to how to persuade the employee to elaborate on generalities that 
may conceal details of the problem.  

 
 Be alert to possible contributing factors, e.g. relationships with colleagues, fears 

of inadequacy/failure, lack of promotion, insufficient training, domestic/health 
reasons.  

 
 Avoid censure; ensure pertinent questions are not evaded by employee.  
 
 Shape the discussion so that the real issue is identified, contributing factors 

highlighted, possible solutions discussed and agreed and an agreed action plan 
with time-scales and a review mechanism is formulated.  A written summary 
note of the meeting should be retained and an action plan agreed and signed 
by both parties. 

 
Responding to Capability Issues 
 
Employee responses generally fall into one of the following categories: 

 The employee accepts that there is a capability issue and leaves it to the 
manager to suggest how to resolve it. 

 
 The employee expresses doubt as to the existence of a capability issue, but is 

willing to respond to the management’s suggestions for improvement.  In this 
case, the manager should discuss, with a view to reaching agreement on the 
most appropriate action. 

 
 The employee acknowledges the capability issue (or volunteers concern about 

it) and asks for help to resolve it. 
 

 The employee denies the existence of a problem. 
 
Management response – in all cases managers will: 

 Adopt a non-threatening and non-critical approach. 
 
 Provide the requisite support and encouragement, regardless of the employee’s 

response to the capability issue. 
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Achieving improvement – one or more of the options below may assist: 
 The provision of training to encourage an employee to improve his/her 

performance may be important.  The judgement of what might be appropriate 
further training and its delivery should be discussed and agreed with the 
employee. 

 
 There are many variations around the theme of flexible working and it may be 

that a change of working hours or moving to part-time employment may assist 
in improving performance.  Such a change may be temporary or in some 
instances permanent.  Any changes would have to be agreed between the 
manager and employee, and every effort must be made to accommodate such 
requests when capability issues are being addressed.  Details of flexible 
working are contained in the Flexible Working Time and Work Pattern Policy. 

 
 The Occupational Health Service will, in some instances, have a key role in 

addressing some aspects of capability issues.  Managers may refer staff to OH 
or it is also an option for individuals to self-refer.  Staff are assured that 
confidentiality will be maintained. 

 
 It may be beneficial in supporting an individual to improve performance to offer 

either temporary, or in some cases permanent, re-location.  The nature and 
duration must be agreed between the individual and the manager. 

 
 It is good practice to provide an employee who is under performing with 

support, for an appropriate period of time, from someone who is skilled in the 
work the under-performing employee is employed to do.  This promotes 
awareness of the demands of the job and an example against which to 
measure his/her own performance.  The selection of the chosen employee will 
need to be carefully thought through by management and agreed with both the 
individuals concerned.  It is important to recognise that poor selection could 
result in further de-motivation of the under-performing employee. 

 
 Some employees may benefit from access to independent counselling services.  

Managers and staff should be aware of these services and consider referral as 
appropriate. 

 
 Where alternative employment is considered, the manager, employee and their 

representative must be fully involved in the process.  It is not enough for lists of 
vacant posts to be presented to the employee.  Managers must also remember 
that it may be necessary to also offer training in the new post.   It may be that 
the offer of alternative employment would be at a lower grade than the current 
post.  In such circumstances, the new post would not normally attract protection 
and the individual would normally be subject to the salary and terms and 
conditions applicable to the new post.  In certain circumstances normally 
related to ill health, it may be possible to preserve superannuation benefits.  
Staff moving to alternative employment are urged to seek advice from HR as 
written notification to SPPA must be given within three months of the salary 
reduction.  All employees who are offered alternative employment must be 
offered a trial period in the new post.  The duration of the trial period will be 
agreed between the manager and employee, but will not normally be longer 
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than three months.  Further information on the process for securing alternative 
employment is available in the Redeployment and Secondment Policies.  

 
Management Escalation 
 
When dealing with issues relating to an employee’s capability it may be appropriate 
that the same manger is responsible for the decision making and measurement of 
outcomes at both the informal and formal Stage 1 of the process.   
 
Similarly, depending on the departmental management hierarchy it may be 
appropriate that the same manager to be responsible for the decision making and 
measurement of outcomes at both the formal Stage 1 and formal Stage 2 of the 
process.   
 
A manager can only hold the responsibility for the decision making and measurement 
of outcomes in no more than two consecutive stages of the process that includes 
informal stage, formal Stage 1 and formal Stage 2.   
 
The decision making responsibility must be escalated within the appropriate 
management hierarchy between formal Stage 2 and formal Stage 3. The table below 
indicate a sample management hierarchy and the escalation flow. 
 
Informal Stage Stage 1 Stage 2 Stage 3 
Band 7 Band 7 Band 8a Band 8c 

(Dismissing Officer) 
Band 7 Band 8a Band 8a Band 8c 

(Dismissing Officer) 
 
Other Policies 
 
When dealing with issues relating to employee capability managers should be aware 
of the relevance of other Organisational policies, services and standards.  These 
include; 
 

 Promoting Attendance Policy 
 Substance Misuse Policy 
 Employee Friendly Policies including carers leave, special leave and parental 

leave 
 Dignity at Work 
 Management of Employee Conduct 
 Redeployment Policy 
 Occupational Health Department 
 Staff Care 
 Professional Codes of Conduct / Standards 

 
It may be considered during the course of managing the capability issue that these 
policies are deemed to offer an appropriate means through which the matter is 
managed.  
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Appendix 3 
 
Management of Employee Capability Policy and Procedures 
 
Informal Stage  
 
 
 
 
 
 
 
 
   No 
     
 
 
            
          
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Parties Involved and Responsibilities: 
 
Line Manager:  Arrange Meeting. 
   Draft action plan. 
   Conduct interim / final review meeting. 

Escalate if appropriate. 
 
Employee:  Engage and input to discussion and action plan. 

Cause for Concern? 

Information available is sufficient? 

Informal Discussion which would 
explore the range of support 
measures available.  

Supportive action plan agreed with 
actions, targets timescales and 
evidence of success confirmed. 

Manage through an 
alternative Policy.

Is the matter ‘Employee 
Capability’? 

Obtain required 
information. 

Implement action plan / Interim 
Review(s) meeting. 

Final Review Meeting  
 Satisfactory progress?

Consider 
alternative actions 
and solutions 

Employee is able to satisfactorily 
fulfil their range of duties to the 
required performance level. 

Escalate to 
Capability Formal 
Stage 1  

End 

No 

No 

No 

No 
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Formal Stage 1  
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Parties Involved and Responsibilities: 
 
Line Manager:  Arrange Meeting including the invite letter to the employee 

enclosing documentation associated with the process to date. 
Draft formal Stage 1 action plan. 

   Conduct interim / final review meeting. 
   Send formal Stage 1 outcome letter. 

Escalate if appropriate. 
 
Employee:  Input to discussion and engage with the action plan. 
 
 
 

Arrange Meeting 

Formal discussion which would 
explore the range of support 
measures available.  

Supportive action plan agreed 
with actions, targets timescales 
and evidence of success 
confirmed. 

Manage through an 
alternative Policy.

Is the matter still considered 
‘Employee Capability’? 

Escalate to 
Capability Formal 
Stage 2  

Implement action plan / Interim 
Review(s) meeting. 

Final Review Meeting  
  Satisfactory progress? 

Consider 
alternative actions 
and solutions.

Employee is able to satisfactorily 
fulfil their range of duties to the 
required performance level. 

No 

No 

No 
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Formal Stage 2 
 
 
 
 
 
 
 
 
 
 
             No 
 
 
 
 
            No 
 
 
 
 
            No 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Parties Involved and Responsibilities: 
 
Line Manager:  Arrange Meeting including the invite letter to the employee enclosing 

documentation associated with the process to date. 
Draft formal Stage 2 action plan. 

   Conduct interim / final review meeting. 
   Send formal Stage 2 outcome letter. 

Escalate if appropriate. 
 

Employee:  Input to discussion and engage with the action plan. 
 
 
 
 
 
 

Arrange Meeting 

Formal discussion which would 
explore the range of support 
measures available.  

Supportive action plan agreed 
with actions, targets timescales 
and evidence of success 
confirmed. 

Is the matter still considered 
‘Employee Capability’? 

Implement action plan / Interim 
Review(s) meeting.  

Final Review Meeting  
  Satisfactory progress? 

Employee is able to satisfactorily 
fulfil their range of duties to the 
required performance level. 

Manage through an 
alternative Policy.

Escalate to Capability 
Formal Stage 3 

Consider alternative 
actions and 
solutions. 
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Formal Stage 3 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Parties Involved and Responsibilities: 
 
Line Manager:  Submit request to convene a Stage 3 Hearing and documentation 

associated with the process to date to the Stage 3 Panel Chair.  
    
Panel Chair:  Identify Stage 3 Panel Members. 

Arrange Meeting including the invite letter to the employee and circulate 
documentation associated with the process to date. 

   Send formal Stage 3 outcome letter. 
 
Employee:  Input to discussion and engage with the action plan. 

Arrange Meeting 

Formal discussion which would 
explore the range of support 
measures available.   

Supportive action plan agreed 
with actions, targets timescales 
and evidence of success 
confirmed. 

Manage through an 
alternative Policy.

Is the matter still considered 
‘Employee Capability’? 

Implement action plan / Interim 
Review(s) meeting. 

Final Review Meeting  
  Satisfactory progress? 

Consider alternative 
actions and solutions. 
 

 Redeployment 
 Retiral on ill 

health grounds 
 Termination 

on ill health 
grounds 

 Termination 
on grounds of 
capability 

Employee is able to satisfactorily 
fulfil their range of duties to the 
required performance level. 

No

No

No


