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EMPLOYEE SUPPORT PROCEDURE
1.

Purpose and scope
The Employee Support Procedure applies to all employees of The Glasgow School of Art (GSA).
GSA recognises that informal assistance may be more beneficial to enable employees in
improvement on a sustained basis. The aim of this procedure is to provide support to employees
within the workplace by ensuring cases of minor misconduct, unsatisfactory performance or
attendance is resolved informally at an early stage.
This procedure would normally be applied in situations where for an individual:
• there are issues of poor performance;
• their attendance is less than satisfactory (if this relates to sickness absence, this
procedure would be used in conjunction with the triggers contained in the Absence
Procedure);
• there have been minor isolated incidents of poor conduct, for example inappropriate
behaviour;
• a return to work meeting has highlighted any potential ongoing health concerns and/or
personal issues;
• the employee requests support from the GSA.
Where informal intervention under the Employee Support Procedure does not bring about an
improvement, or the unsatisfactory performance or misconduct is considered too serious to be
classed as minor, the line manager should seek advice from the Human Resources (HR)
department regarding proceeding to the formal stage of either the Capability Policy and
Procedure or the Staff Disciplinary Policy and Procedure.

2.

Procedure

2.1

Employee Support Meetings
Once an issue has been identified (either by the line manager or employee), a meeting should
take place between the line manager and employee with a focus on finding ways for the
employee to improve. The tone of the meeting should be supportive.
There is no requirement for employees to be accompanied by a trade union
representative or work colleague during employee support meetings. However, if both the line
manager and employee feel it beneficial for the employee to be accompanied, this may be
arranged.
During the employee support meetings, the employee is required to engage in discussion with
their line manager in an attempt to define the issues. A more positive outcome is likely to result
if both parties understand the difficulties and agree together ways of resolving them.
Issues originating outside the workplace may have an impact on work performance, conduct or
attendance. Such concerns typically include health, relationship, family, financial, legal, anxiety,
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alcohol, drugs and other related issues. Issues identified arising within the workplace may include
work demands, fairness at work, working relationships, infringements of dignity and respect,
interpersonal skills, work life balance, physical aspects of the working environment and other
related issues.
A range of support measures that may be offered to the employee are outlined in Appendix 1.
Human Resources can offer advice on the application of these measures.
Where there is an identified problem relating to performance, training or coaching may be
offered to the employee as a form of support to assist them in meeting the required standard.
Human Resources can also advise in this respect.
2.2

Employee Support Action Plan
An Employee Support Action Plan (Appendix 2) will be drawn up, detailing the main points of
discussion, agreements reached and the agreed period of review.

2.3

Review Period
If the review period is more than one month, it would be beneficial to have interim review
meetings to give feedback and support. This will assist in improvements being reached by the
agreed timescales.
It is important that employees receive positive feedback acknowledging any improvements in
performance, attendance or conduct.
At the end of the review period, the line manager and employee should meet again to discuss the
current levels of performance, attendance or conduct. Where the employee has improved to a
satisfactory level, they should be advised by the line manager that no further action is required.
If the performance, attendance or conduct remains below a satisfactory standard the line
manager should contact Human Resources to seek advice in proceeding to the formal stage of
either the Capability Policy and Procedure or the Disciplinary Policy and Procedure.

3.

Records
The line manager will keep a record of the Employee Support Action Plan for reference, as well as
notes of any meetings held. These documents will be held for no longer than is necessary for the
purposes for which they were intended.

4.

Questions or complaints
Clarification on the terms or operation of this Procedure may be obtained from Human
Resources. Any complaints in relation to the Procedure or its operation should be directed to a
member of the HR department.
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APPENDIX 1

There are a number of tools that may be deployed to support employees in undertaking their role where any
challenges have been identified. The following can be considered by line managers and employees together when
deciding on the Employee Support Action Plan:

a)

Adjustments to workload
It can be useful to consider whether there are any apparent workload issues, either in relation to capacity or
in respect to the work undertaken being grade/role appropriate. Having made that assessment, appropriate
adjustments should be considered.

b)

Adjustments to working hours and/or work pattern
The way in which the working pattern is configured can contribute to an employee’s ability to deliver to the
expected standards. Consideration should be given as to whether any appropriate alterations could have a
positive impact. Guidelines on the assessment of and process for augmenting working hours/patterns can be
sourced in the GSA Flexible Working Policy and Procedure. Any adjustments to working hours or patterns
should be considered in line with that Policy.

c)

Professional development and training
There are a number of development opportunities that can be scoped when assessing how to better equip an
employee with the skills and/or knowledge to undertake their role. Some examples include:
•
•
•
•

on-the-job training (provided by a suitably qualified colleague)
coaching and mentoring
secondment to or work experience in other areas of the institution
targeted structured training events or programmes

Advice can be sought from the HR department on the sourcing and application of such development
activities.
d)

Additional or new equipment or resources
It may be necessary to consider whether adequate equipment and other resources are in place that allows an
employee to deliver expected outcomes.

e)

Alterations to workspace environment
An assessment of whether the working environment could be creating any challenges for an employee can be
made. Where any specific environmental issues have been identified, it may be appropriate to conduct a Risk
Assessment or Environmental Audit to inform any alterations required. Guidance in this respect can be
obtained from the HR department or the Health and Safety department.

e)

Supervision
In certain circumstances an employee may benefit from closer supervision and guidance in the form of
regular contact and/or structured meetings with their line manager.

f)

Redeployment
Depending on the individual circumstances and opportunities available, it may be possible to consider
whether an employee might benefit from being redeployed to a different role within the organisation.

Guidance should always be sought from the HR department regarding any proposals of this nature as the
implications can be complex and varied.
g)

Health and wellbeing referrals
There are a number of support mechanisms available at GSA by referral that can assist with any health and
wellbeing issues experienced by employees. These are:
•

Occupational Health Consultation
Occupational health consultations provide an opportunity to consider the effect of work on health, and
the effect of health on work. A referral can identify anything that may be contributing to ill health in the
workplace and to determine any action required to minimise the impact. Recommendations are then
based on a well-informed assessment of the risks and any suitable control measures that may help to
prevent or minimise ill health, specifically related to the nature of the role.
More information can be obtained from: http://www.integraloh.com/img/IOfiles/referral_pack_p47.pdf

•

Therapy
There are a range of therapies that can be utilised to assist employees with mental wellbeing and GSA
can make a referral to these services based on the individual circumstances of the employee. Sessions
are either fully or part-funded (depending on duration of treatment) and in all cases up to six sessions
are funded by GSA.
More information on the types of therapy available can be obtained from
http://www.centreoftherapy.org/therapy.
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APPENDIX 2
EMPLOYEE SUPPORT ACTION PLAN
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