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PRIVATE AND CONFIDENTIAL

Capability Outcome Letter Template
Performance Management  |  Employee Relations  |  White Cube Consulting
HR / Manager Guidance - Complete Before Issuing
This template covers the four possible outcomes of a capability review or Capability Improvement Plan (CIP) final meeting: (1) Satisfactory improvement - CIP concluded; (2) Extended CIP; (3) Final written warning; (4) Dismissal on capability grounds. Select the appropriate outcome section, complete all bracketed fields, delete the unused sections and remove this guidance box before issuing. Always take HR advice before issuing an outcome letter - particularly for dismissal. Ensure the right to appeal is included in every outcome letter.

Dear [Employee First Name],
I am writing to confirm the outcome of the capability review meeting held on [Date], which we discussed in that meeting. You were accompanied at the meeting by [companion's name and role / "no companion was present"]. The meeting was held to review your progress against the Capability Improvement Plan (CIP) that was issued to you on [CIP start date], which set out the required improvement objectives and the support available to you during the review period.
Select and complete ONE outcome section below - delete all others before issuing:
☐  Outcome A - Satisfactory Improvement / CIP Concluded
Use when the employee has met all or substantially all of the improvement objectives and the CIP is to be formally closed.
☐  Outcome B - Extended Capability Improvement Plan
Use when meaningful progress has been made but full improvement has not yet been achieved and a further period of review is considered appropriate.
☐  Outcome C - Final Written Warning
Use when insufficient improvement has been achieved and a final written warning is the appropriate sanction before potential dismissal.
☐  Outcome D - Dismissal on Capability Grounds
Use when all reasonable steps have been taken, all support has been provided, and the required standard of performance has not been achieved. Always take HR and if necessary legal advice before issuing.
▪ OUTCOME A - Satisfactory Improvement / CIP Concluded
I am pleased to confirm that following a thorough review of your performance during the Capability Improvement Plan period, you have achieved the required improvement objectives and your performance has reached the standard expected for your role.
As a result, the Capability Improvement Plan is now formally concluded and no further formal performance management action will be taken in relation to the concerns that were identified. This letter will be retained on your personnel file for a period of [e.g. 12 months], after which it will be removed, subject to any future change in your performance.
We would like to acknowledge the effort and commitment you have shown during this period. We look forward to continuing to support your development and to seeing your progress in your role. Your line manager will continue to meet with you regularly and will provide ongoing feedback.
We encourage you to continue applying the learning and development gained during this process.
There is no right of appeal against this outcome as it is positive. If you have any questions about this letter or the process, please contact [HR Contact Name] on [contact details].
▪ OUTCOME B - Extended Capability Improvement Plan
Following the review of your performance during the Capability Improvement Plan period, I can confirm that you have made [some / meaningful] progress towards the required improvement objectives. However, the required standard of performance has not yet been fully achieved in relation to the following areas:
▪ Areas where the required standard has not yet been achieved:
As a result, it has been decided that the Capability Improvement Plan will be extended for a further period of [duration - e.g. four weeks], beginning on [date] and concluding on [date]. During this period, the following revised or continued objectives will apply:
▪ Revised or continuing objectives for the extended CIP period:
The support arrangements outlined in the original CIP will [continue as agreed / be amended as follows: [describe changes]].
Please be aware that if the required standard of performance is not achieved by the end of this extended period, the organisation may take further formal action, which could include a formal written warning or consideration of dismissal on capability grounds. A further review meeting will be held at the end of the extended period, at which you will have the right to be accompanied.
Right of Appeal: You have the right to appeal against this outcome. If you wish to appeal, please submit your appeal in writing to [Name / HR] within [e.g. 5 working days] of receipt of this letter, stating the grounds for your appeal. Appeals should state the specific grounds of appeal, such as procedural concerns, new evidence, or disagreement with the decision reached.
▪ OUTCOME C - Final Written Warning
Following the review of your performance during the Capability Improvement Plan period, I regret to confirm that the required standard of performance has not been achieved. Specifically, the following improvement objectives have not been met:
▪ Objectives not achieved - with brief explanation of the shortfall:
We have considered all of the evidence carefully, including the support that has been provided during the CIP period, the progress made, and your comments during the review meeting. Having done so, it has been decided that a Final Written Warning is the appropriate outcome at this stage.
This Final Written Warning will remain active on your personnel file for a period of [e.g. 12 months] from the date of this letter. During this period, you are required to maintain and sustain the required standard of performance. A further review period will begin immediately, the details of which will be confirmed separately.
Please be aware that if the required standard of performance is not achieved and sustained during this further review period, the organisation may consider dismissal on the grounds of capability. You will receive a further letter setting out the terms of the review period, the support available and the review dates.


Right of Appeal: You have the right to appeal against this Final Written Warning. If you wish to appeal, please submit your written grounds of appeal to [Name / HR] within [e.g. 5 working days] of receipt of this letter. Your appeal will be heard by a manager not previously involved in this process, and you will have the right to be accompanied at the appeal hearing.
▪ OUTCOME D - Dismissal on Capability Grounds
HR / Legal Guidance - Read Before Completing This Section
Dismissal on capability grounds must only be issued after a thorough formal process, including: a documented CIP with clear objectives and genuine support; at least one formal review and warning; a final review meeting with right to be accompanied; and explicit HR and if necessary legal advice. Issuing a dismissal letter without following this process creates significant Employment Tribunal risk. Ensure the employee's notice entitlement, final pay and outstanding holiday pay are correctly calculated before issuing.

I am writing to confirm the outcome of the capability review meeting held on [Date]. Following careful consideration of all the evidence, including the performance concerns documented in the Capability Improvement Plan, the support provided during the review period, your progress against the improvement objectives and your comments at the review meeting, it has been decided that your employment with [Organisation Name] will be terminated on the grounds of capability.
Your employment will terminate on [termination date]. You are entitled to [notice period] notice [which you are required to work / which will be paid in lieu in accordance with your contract of employment].
You may be accompanied at any appeal hearing by a work colleague or trade union representative.
In reaching this decision, we have taken into account:
-  The specific performance concerns documented in the Capability Improvement Plan issued on [date]
-  The support provided throughout the review period, including [describe briefly]
-  The review meetings held on [dates] and the feedback provided at each stage
-  The [formal written warning / final written warning] issued on [date]
-  Your comments and representations at the final review meeting on [date]
We have given careful consideration to whether any alternative arrangements - including redeployment to a different role, a further extended review period or any other reasonable adjustment - could address the performance concerns. Having done so, we do not consider that any such alternative would be appropriate in the circumstances for the following reasons:
▪ Reason(s) why alternatives to dismissal have been considered and rejected:
▪ Outstanding entitlements on termination:
	Final pay date
	[Date]

	Outstanding holiday pay
	[Days / amount]

	Notice pay (if PILON)
	[£Amount]

	Return of company property
	[List items - e.g. laptop, pass, phone - by [date]]

	Reference policy
	[Confirm organisation's standard reference policy]


 
Right of Appeal: You have the right of appeal against this decision. If you wish to appeal, you must submit your written grounds of appeal to [Name / HR] within [e.g. 5 working days] of receipt of this letter. Your appeal will be heard by a senior manager not previously involved in this matter, and you will have the right to be accompanied. Submitting an appeal does not suspend or delay the termination date, unless the organisation agrees otherwise.
▪ Closing - All Outcome Letters
If you have any questions about this letter or the process, please do not hesitate to contact [HR Contact Name] at [email / phone].
Yours sincerely,
	Signature:
	

	Print Name:
	

	Job Title:
	

	Date:
	



cc: Employee's Personnel File  |  HR  |  [Any other relevant party]
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