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Lightwave Community CIO (“Lightwave”)
Learning and Development Policy
(including performance management process)
Policy Statement 
Lightwave recognises the contribution staff make to the Lightwave’s success and is therefore committed to fostering a positive climate for ongoing development and learning. Lightwave aims to provide learning and development for staff whether for an individual, a team, whole staff setting and through wider networks. 
Lightwave believes that a coherent and progressive opportunity to develop, both personally and professionally, improves standards, raises morale, helps recruitment and retention and improves outcomes for all. Within this context, the Lightwave also believes that if, on occasion, employee performance needs to improve, the process should be fair and transparent to all employees. 
This policy and procedure applies to all Lightwave employees. It does not apply to volunteers, contractors, agency workers, consultants or self-employed or clergy. 
Responsibilities 
The HR Manager is responsible for implementing this policy and procedure.
NOTE: here and throughout this document the current acting HR Manager/HR department is the Lightwave Treasurer and Growing in God in the Countryside Project Manager working with local management and external HR consultants where appropriate.
Line Managers are responsible for leading by example - promoting the Lightwave’s aims and objectives – and for ensuring they undertake staff management seriously including all aspects of learning and development of their teams. 
Lightwave expects all employees to be proactive in their learning and development. 
Aims 
Lightwave encourages employees to develop, building on and reinforcing existing skills and knowledge by: 
developing knowledge, skills and ability in areas of the Lightwave’s work 
facilitating a professional context within which staff can flourish to achieve organisational, team and individual objectives 
developing a culture of work-based learning and practice sharing 
keeping staff up-to-date on current legislation, policies and procedures 
encouraging a culture of life-long learning and reflective practice. 
The key elements of this policy are: 
• Induction process for new employees 
• Continuing professional education (CPD) 
• Formal Training 
• Review and evaluation of the impact of learning and development 
• Measurable (SMART) objectives and reviews 
• Performance management through appraisal/performance review 
Induction process for new employees 
Lightwave recognises the importance of ensuring new employees have the information and support they need to allow them to transition into their new role and the wider organisation. 
Line Managers are responsible for ensuring that all IT and other equipment are ordered and in place for the new employee’s first day
All new employees receive a contract and access to any relevant policies and procedures relating to their day to day work
Line Managers must provide a structured induction plan for the first few weeks of employment which should provide an opportunity to undertake any mandatory training, time for familiarisation of the work-place and facilities, introductions to other contacts relevant to the role, on the job learning and 1-1 meetings with the line manager. A copy of the plan is to be sent to HR prior to the start date. 
The first 3 months of employment have a probation period in most cases. During probation the Probation Plan and Review process is followed. The process sets objectives in the first 2 weeks and these are reviewed at weeks 6 and the end of the 3 months. 
Continuing Professional Development (CPD)
Lightwave encourages all staff to think about career aspirations and development in relation to learning, employees can request training at any time but this will be discussed as part of the annual review process and identified via Personal Development Plans (see below). 
Employees required to have professional qualifications or other explicit knowledge to carry out their roles are responsible for ensuring qualifications and knowledge are kept up to date throughout employment. 
CPD can take a number of other forms including: 
On the job learning including learning from other members of staff via job sharing, shadowing, mentoring, coaching, in house skill sharing, staff away days etc. 
Attending a work-related course or conference 
Training sessions organised by the Lightwave (face-to-face or online) eg on employment or health and safety (see next section) 
Visits to other organisations to observe or participate in good practice 
Secondments, sabbaticals, study leave, exchanges or other placements 
Higher education courses 
Research opportunities 
Practical experiences such as presenting a paper, being involved in a local or national, working party or forum 
Engaging with youth by supporting work placement students and apprenticeships 
Formal training
All employees are expected to attend training that has been identified as mandatory for the role. If a member of staff is unable to attend then they must inform their line manager giving the reasons why in writing in a timely manner so that costs can be saved, if applicable. 
All employees who wish to undertake a qualification, or formal training which has been identified in their Personal Development Plan (PDP), must agree this with their line manager before proceeding. 
Lightwave is committed, wherever possible and within budgetary constraints, to providing the support necessary for staff to undertake qualifications or training programmes. This support can take the form of time off, funding, mentoring, and work-place assistance. 
If financial support is required, a request must be sent via Line Management to HR to be considered in the overall training and development plan and against available budget. No commitment may be made until confirmation has been received that support is available or the staff member is prepared to self-finance the training. HR will consult with the Leader of Lightwave and others working for Lightwave as appropriate. 
Requests for financial support will be considered by the HR Manager in line with a cost and benefit analysis which will consider the need and importance of training along with the: 
extent training will meet the need 
impact on the organisation (productivity - lost and gained, cost factors e.g. available training budget, travel & other expenses). 
other employee requests for financial support for training and development 
Where support or funding is agreed and provided, the employee will be required to sign a formal training agreement. 
Should the employee leave the employment of the Lightwave, fail to complete a supported course or fail examinations without good reason, they will be required to pay or reimburse a proportion of the fees. Lightwave reserves the right to reclaim monies paid in full and to deduct training support payments received, either from any money owing at the time of leaving, or at an agreed rate from pay. 
Review and evaluation 
The HR Manager will monitor that appropriate methods of training are used and will review and evaluate the effectiveness and impact of learning and development activities. 
The HR Manager is responsible for developing and maintaining a central record of employee learning. 
Lightwave Objectives Setting and Review Process
It is important that staff feel able to take ownership of their performance and to value the time and commitment taken to realise their potential. The purpose of objective setting and review is to ensure that employees understand the Lightwave’s vision and strategy and how their contribution fits into the bigger picture. It also encourages line managers and team members to discuss any concerns and challenges, identify any training and development needs, and raise performance issues through regular one-to-ones during the year. 
The process follows a 12-month cycle of objective setting and Personal Development Plans, regular 1-1 review meetings throughout the 12 months and an end of year Annual Review Meeting. (Appendix I) 
Objectives should be (SMART) and based on the job description and the wider aims of the team and organisation, linking an individual’s work to the Growing in God strategy. 
Personal Development Plans are used to record identified training and development needs which support individuals CPD. (see 5 and 6 above) 
Lightwave’s Annual Review reviews and records how employees have performed against previously set objectives, identified personal development and the organisations values and behaviours. 
Performance issues identified during the cycle of Objective Setting and Review will be subject to the Performance Management procedure set out in section 9 below. 
Performance Management 
Where an employee has not met the required standard of performance, identified during the objective setting and regular one-to-ones with line managers, the line manager will need to act. Lightwave expects the line manager to follow a process in line with performance improvement plan flowchart (Appendix II) and the procedure (Appendix III). 
General purpose of the procedure 
To provide a framework that: 
· Encourages both management and employees to meet and maintain high standards of performance. 
· Meets the Lightwave’s obligations to act reasonably, ensuring fair and equitable treatment of any employee who does not meet the required standards of performance. 
· Ensures line managers take responsibility for effective performance management of their employees. 
· Meets best practice. 
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Appendix I
Objective Setting and Performance Review Process Guidance
The purpose of objective setting and review is to ensure that you understand Lightwave’s vision and strategy and how your contribution fits into the bigger picture. It also allows you an ongoing opportunity to review your progress and achievements, discuss any concerns and challenges and identify any training and development needs. The process follows a 12- month cycle. 
Your Objectives 
Objectives link our organisational goals to your team plans and the duties outlined in your job description. Your objectives should be agreed between you and your line manager and regularly reviewed throughout the year. 
Objectives should be SMART: 
Specific- state a desired outcome- a standard. What is it that needs to be achieved? 
Measurable – how will you know when the objective has been achieved? 
Achievable – is it something you are capable of achieving, but that is also challenging? 
Realistic – does it relate to the organisations aims and that of the team?
Time bound – when does it need to be achieved? Agreed deadline 
Objective Setting and Review Meetings 
A one to one meeting, in private, between the employee and the line manager takes place to discuss and agree personal objectives for the following 12 months, this can take place following probation and at the Annual Performance Review meeting. 
objectives should be identified, there may be many tasks required to achieve the objective. 
agreed objectives should be recorded on the Objectives Template and a copy kept by both the employee and line manager for future review. 
Once the objectives are set any identified training and development needs are recorded on the Personal Development Plan template and a copy sent to the HR Manager. 
What might you need at this meeting? 
Annual Performance Review Form (includes Objectives and Personal Development Plan template) 
Job Description 
Our Values Framework 
Objectives template 
Personal Development Plan template 
1:1 Meeting template 
Templates are available from HR if required (Currently based on St Edmundsbury and Ipswich Diocesan Board of Finance Templates) 
Examples of Objectives: 
Review and update Job Description 
Opportunities around Social Media, Budgets 
Improve communication styles, frequency 
Engage and present at staff briefing meetings 
Take on or assist with a project 
Develop Internal and External Networking 
Introduce and implement the Parish Giving Scheme 
Integrate new finance system 
Complete H&S workstation assessments for all staff 
Review and update policies and procedures 
Tips for creating a high-quality Personal Development Plan 
Must have input from both the line manager & employee. 
Use the 70/20/10 Approach for learning o 70% from real life and on-the-job experiences, tasks and problem solving. This is the most important aspect of any learning and development plan. 
· 20% from feedback and from observing and working with role models. 
· 10% from formal training. 
Should concentrate on ways to maximise the employees’ strengths as well as improve areas where employees are not as strong. 
Ensure that development goals are achievable 
Include action steps that assist in achieving development goals 
Make clear the impact and differences you will see 
Ideas for Personal Development Plan: 
Greater understanding of other departments 
Work on a behaviour or style 
Become a mentor for a colleague 
Understand and work with our Mission and Strategy and Values 
Attend an intermediate excel course 
Shadow a colleague for a day and learn about their role 
To improve time management 
Sit in on a meeting 
Improving our provision for recycling 
Cost cutting exercise 
Improve planning / decision making skills 
Be more assertive and delegate effectively 
Improve working relationships i.e. greeting others (acknowledgment) 
Training and Development 
Line Managers are responsible for arranging any no-cost development needs e.g on the job shadowing, attending a meeting. Any identified statutory or mandatory training and development needs that require a specific course or other cost related method must be referred to the HR Manager to be considered and agreed. 
One to One Review Meetings 
It is important that regular conversations take place between the employee and line manager (frequency will depend on a number of factors – if in doubt consult the HR Manager). These conversations are an opportunity to give feedback, review objectives and share information from the wider organisation. One to one meetings should be recurring meetings that don’t require much preparation and have a degree of openness, trust and honesty to be able to share any concerns. The meeting should take place in private, away from work space and should be kept informal and relaxed. It is good practice for notes to be made during the one to one meeting to record any agreed actions and make a note of any concerns and further support identified. 
It helps if line managers put one to one meetings directly into their calendar recurrently and invite the relevant employees. This way they are more likely to take place regularly and become part of a more structured process of review. 
What might you need at this meeting? 
1:1 Meeting template (including copies from any previous meetings) 
Copy of the agreed Objectives 
Copy of the Personal Development Plan 
The meeting should follow a structure to include:
Reviewing actions agreed at the last meeting 
Discuss objectives and progress made, any difficulties that have arisen since the last meeting and how these might be overcome, identify any changes required to meet objectives i.e. timings, further support or training 
Discuss and address any issues or concerns that are impacting on the individual or the team 
Review the Personal Development plan and update 
Agree priorities for the next period 
Agree any further actions, support required or further training and development to be reviewed at the next 1:1 meeting. 
Confirm the date of your next 1:1 meeting 
Annual Performance Review Meeting 
This is an opportunity to reflect on the past year and discuss the overall progress made on the objectives, considering what went well, what was challenging and difficult, what could be done differently and areas for improvement. 
We also: 
Review values and behaviours and give thought to how these have been demonstrated and any measures required for improvement. 
Note training and development carried out in the past 12 months and training and identify requirements for the next 12 months. 
Discuss, agree and record Objectives for the next 12 months 
Complete Personal Development Plans recording any identified training and development needs. 
What might you need at this meeting? 
Annual Performance Review Form (includes Objectives and Personal Development Plan template) 
Job Description 
Our Values Framework 
Copy of the Objectives agreed at the start of the 12 months cycle updated with progress made 
Copy of the Personal Development Plan agreed at the start of the 12 months cycle 
Copies of previous 1-1 meeting notes 
Do make the most of your one to one and review meetings, this is quality time for you.



Appendix II
Performance Improvement Procedure (PIP)
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Step 1 Diagnose whether poor performance is due to conduct or capability 
Where there is concern about an unsatisfactory performance matter, the line manager should, in the first instance, diagnose whether the poor performance appears to be due to conduct or capability. 
Conduct is typically when an employee “won’t” do what is requested of them. Issues of conduct should be dealt with under Lightwave’s disciplinary procedure. 
Capability issues occur when an employee “can’t” do what is requested of them. Issues of capability should be dealt with under this procedure. 
Capability issues can arise due to several reasons, e.g. lack of skills, aptitude, requires further training, managerial problems, personal problems, irregular attendance 
Step 2 Informal Discussion 
The line manager uses the informal discussion to: 
Outline the expected performance. 
Identify the employee’s actual performance and areas of under-performance and provide evidence of this. 
Identify and address any factors that are causing poor performance. 
Expected performance should be driven by the job description and person specification and/or any measurable targets and appraisal objectives. 
Each issue should be discussed, and the actual performance should be outlined and linked to the relevant section of job description, person specification and/or any measurable targets - the gap between expected and actual performance should be identified by the line manager and recorded. 
The line manager should consult with HR and the Leader of Lightwave to clarify what support is available to help support the employee to improve. 
Step 3 Agree a plan of action 
The HR Manager will issue an invitation letter to the employee for an informal meeting.
In the meeting, the line manager and HR manager should explain the PIP process to the employee. This will be a supportive process and the ownership for improvement will be with the employee. 
The line manager and employee will complete the Performance Improvement Plan form together, agreeing the objectives and timescales and discussing what support the employee needs and agreeing on this. 
Once the duration of the PIP has been agreed, the line manager will set up weekly reviews and a performance review meeting date. The duration should be a minimum of 4 weeks to enable the employee to be given an opportunity to demonstrate acceptable performance. 
The line manager should point out the consequences if the employee does not achieve the required performance by the performance review meeting i.e. formal disciplinary proceedings. (as shown on the performance improvement plan flowchart) 
Step 4 Weekly Reviews 
The line manager must provide written feedback on how the employee is (or isn’t) progressing, as well as offer verbal guidance and an appropriate level of assistance and encouragement to the employee. 
If necessary, the line manager will set and agree more objectives with the employee. 
If needed, consider any mitigating circumstances e.g. sickness, unplanned holiday or unexpected business needs and if necessary, change the date for the performance review meeting. 
Step 5 Performance Review Meeting 
The line manager will talk through each issue raised where the employee was under performing and identify if performance has now been achieved.
Where there is no longer a performance gap, the line manager should praise the employee on his/her improvement and sign off the PIP as complete. The HR Manager will confirm in writing. 
Where there has been some improvement, but progress is still required stage 1 of the process should be repeated. 
Where the employee does not meet the required performance standards as set out in the performance improvement plan, he/she will be invited in writing to a formal disciplinary meeting. 
Step 6 Disciplinary Procedure 
Any formal disciplinary proceedings should follow Lightwave’s disciplinary procedure.
Sequential disciplinary/capability warnings will be issued, (starting at verbal warning and proceeding up to final written warning as shown on the performance improvement plan flowchart) if performance continues to fall below the required standards following Lightwave’s disciplinary procedure. 
The employee will have the right to appeal at each stage of the disciplinary procedure as indicated. 
In instances where the employee appears to show an improvement in performance only until the current disciplinary warning expires, the line manager should discuss with the HR manager the options open which may include:
Putting the employee onto a performance ladder where the next warning starts at the same level as the previous warning. 
Deciding it is a matter of conduct rather than capability which allows any formal disciplinary proceedings to start at any level on the disciplinary process deemed appropriate. 
Step 7 Dismissal 
If dismissal is being considered, the line manager must discuss this with HR and refer to Lightwave’s disciplinary and dismissal procedures. 
Step 8 Appeal 
The employee will have the right to appeal any dismissal in line with Lightwave’s disciplinary and dismissal procedure. 
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