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1 Disciplinary Handling Guidance for Golf 

 Club Managers 
 

1. Introduction 

 
The following guidance notes are taken in the main from the ‘Discipline and 
grievances at work The ACAS Guide’. The reason why the guidance is so closely 
followed is because a departure for the ACAS Code could render a dismissal unfair 

at an Employment Tribunal. The Tribunal also has the power to increase any 
compensatory award by 25%. For the same reason, the Disciplinary and Grievance 
Procedures in the Employee Handbook have kept faithfully to the examples of 

suitable procedures in the ACAS Code of Practice. These procedures are for cases 
involving misconduct and lack of capability. A separate procedure has been 
developed for redundancy.  

 

    1.1 Disciplinary penalties other than dismissal 
 
Penalties other than dismissal can include demotion, and loss of seniority. However, 

these kinds of sanctions may only be applied if allowed for in the employee's 
contract or with the employee’s agreement. Currently the GCMA Statements of 
Employment Particulars and the Employee Handbook do not make provision for 

imposing disciplinary penalties other than warnings and dismissal. The reason is 
that if penalties other than dismissal are allowed in the contract there is a 

possibility that these penalties are used when a dismissal is not only fully justified 
but also the best outcome of poor performance and misconduct.  
 

There is also the danger that the employee who has been demoted may harbor 
feelings of resentment that could create problems in the future.  
 

There is some authority that maintains that in the absence of the power to demote 
an employee; a demotion imposed following a disciplinary hearing is not necessarily 
a breach of contract and particularly when it is the lesser penalty than the dismissal 

which could otherwise have been imposed. Whether or not provision for demotion 
has been made in the contract of employment it does not prevent an employee 
from claiming constructive dismissal. 

 
On balance the best advice that can be given to Clubs is not to consider demotion 
as a lesser penalty than dismissal. If demotion is the preferred option it should only 

be considered if it is allowed for in the contract or it is with the consent of the 
employee and is proportionate to the alternative penalty of dismissal.  
 

For the above reasons the following guidance will only relate to disciplinary 
warnings and dismissal.  
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2. Establishing the facts 
 

It is important to carry out necessary investigations of potential disciplinary matters 
without unreasonable delay to establish the facts of the case. In some cases this 
will require the holding of an investigatory meeting with the employee before 

proceeding to any disciplinary hearing. In others, the investigatory stage will be the 
collation of evidence by the employer for use at any disciplinary hearing. 
 

In misconduct cases, where practicable, different people should carry out the 
investigation and disciplinary hearing. 

 
If there is an investigatory meeting this should not by itself result in any disciplinary 
action. Although there is no statutory right for an employee to be accompanied at a 

formal investigatory meeting, such a right is allowed under the disciplinary 
procedure in the Employee Handbook. 
 

In cases where a period of suspension with pay is considered necessary, this period 
should be as brief as possible, should be kept under review and it should be made 
clear that this suspension is not considered a disciplinary action. 

 

2.1 Investigating cases 
 
When investigating a disciplinary matter take care to deal with the employee in a 
fair and reasonable manner. The nature and extent of the investigations will depend 

on the seriousness of the matter and the more serious it is then the more thorough 
the investigation should be. It is important to keep an open mind and look for 
evidence which supports the employee’s case as well as evidence against. 

 
If a meeting is held give the employee advance warning and time to prepare. 

 

Any investigatory meeting should be conducted by a management representative 
and should be confined to establishing the facts of the case. It is important that 
disciplinary action is not considered at an investigatory meeting. If it becomes 

apparent that formal disciplinary action may be needed then this should be dealt 
with at a formal meeting at which the employee will have the statutory right to be 

accompanied.  
 

2.2 Suspension 
 
There may be instances where suspension with pay is necessary while 

investigations are carried out. For example where relationships have broken down, 
in gross misconduct cases or where there are risks to an employee’s or the Club’s 
property or responsibilities to other parties.  

 
Exceptionally you may wish to consider suspension with pay where you have 
reasonable grounds for concern that evidence has been tampered with, destroyed 

or witnesses pressurised before the meeting. 
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Suspension with pay should only be imposed after careful consideration and should 
be reviewed to ensure it is not unnecessarily protracted. It should be made clear 

that suspension is not an assumption of guilt and is not considered a disciplinary 
sanction. 
 

2.3 British Home Stores v Burchell  
 
In all cases relating to dismissal on the grounds of misconduct the landmark case of 
British Home Stores v Burchell contains important guidance that will be followed 

by an Employment Tribunal to determine whether or not a dismissal was fair. 
 

‘What the tribunal have to decide every time is, broadly expressed, whether the 

employer who discharged the employee on the ground of the misconduct in question 

(usually, though not necessarily, dishonest conduct) entertained a reasonable suspicion 

amounting to a belief in the guilt of the employee of that misconduct at that time. That 

is really stating shortly and compendiously what is in fact more than one element. First 

of all, there must be established by the employer the fact of that belief; that the 

employer did believe it. Secondly, that the employer had in his mind reasonable 

grounds upon which to sustain that belief. And thirdly, we think, that the employer, at 

the stage at which he formed that belief on those grounds, at any rate at the final 

stage at which he formed that belief on those grounds, had carried out as much 

investigation into the matter as was reasonable in all the circumstances of the case. It 

is the employer who manages to discharge the onus of demonstrating those three 

matters, we think, who must not be examined further. It is not relevant, as we think, 

that the tribunal would themselves have shared that view in those circumstances. It is 

not relevant, as we think, for the tribunal to examine the quality of the material which 

the employer had before them, for instance to see whether it was the sort of material, 

objectively considered, which would lead to a certain conclusion on the balance of 

probabilities, or whether it was the sort of material which would lead to the same 

conclusion only upon the basis of being "sure," as it is now said more normally in a 

criminal context, or, to use the more old-fashioned term, such as to put the matter 

"beyond reasonable doubt." The test, and the test all the way through, is 

reasonableness; and certainly, as it seems to us, a conclusion on the balance of 

probabilities will in any surmisable circumstance be a reasonable conclusion’. 

 

3. Informing the employee 
 

If it is decided that there is a disciplinary case to answer, the employee should be 

notified of this in writing. This notification should contain sufficient information 
about the alleged misconduct or poor performance and its possible consequences to 
enable the employee to prepare to answer the case at a disciplinary meeting. It 

would normally be appropriate to provide copies of any written evidence, which may 
include any witness statements, with the notification. 
 

The notification should also give details of the time and venue for the disciplinary 
meeting and advise the employee of their right to be accompanied at the meeting. 

As well notifying the nature of the complaint and the right to be accompanied the 
employee should also be told about the procedure to be followed. 
 

The following is a sample letter inviting an employee to a disciplinary meeting: 
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Dear 

I am writing to tell you that you are required to attend a disciplinary meeting on 
.................... at .................... am/pm which is to be held in .....................  

 

At this meeting the question of disciplinary action against you, in accordance with 
the Club’s Disciplinary Procedure, will be considered with regard to: 

 

I enclose the following documents*: 
The possible consequences arising from this meeting might be: 

 

You are entitled, if you wish, to be accompanied by another work colleague or a 
trade union representative. 

 

Yours sincerely 
 
* Delete if not applicable 

 

4. Holding a disciplinary meeting 
 

The meeting should be held without unreasonable delay whilst allowing the 
employee reasonable time to prepare their case. 

 

Employees (and their companions) should make every effort to attend the meeting. 
At the meeting the manager chairing the meeting should explain the complaint 
against the employee and go through the evidence that has been gathered.  

 
The employee should be allowed to set out their case and answer any allegations 
that have been made. The employee should also be given a reasonable opportunity 

to ask questions, present evidence and call relevant witnesses. They should also be 
given an opportunity to raise points about any information provided by witnesses. 

Where the Club or employee intends to call relevant witnesses they should give 
advance notice that they intend to do this. 

 

4.1 Preparing for the meeting 
 
You should: 
 
• ensure that all the relevant facts are available, such as disciplinary records and 

any other relevant documents (for instance absence or sickness records) and, 
where appropriate, written statements from witnesses; 
 

• where possible arrange for someone who is not involved in the case to take a note 

of the meeting and to act as a witness to what was said; 

 
• check if there are any special circumstances to be taken into account. For 

example, are there personal or other outside issues affecting performance or 

conduct? 
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• be careful when dealing with evidence from a person who wishes to remain 

anonymous. Take written statements, seek corroborative evidence and check that 

the person’s motives are genuine; 

 
• consider what explanations may be offered by the employee, and if possible check 

them out beforehand; 
 

• allow the employee time to prepare his or her case. Copies of any relevant papers 

and witness statements should be made available to the employee in advance; 
 

• arrange a time for the meeting, which should be held as privately as possible, in a 

suitable room, and where there will be no interruptions. The employee may offer a 

reasonable alternative time within five days of the original date if their chosen 
companion cannot attend. You may also arrange another meeting if an employee 
fails to attend through circumstances outside their control, such as illness. 

 
• try and get a written statement from any witness from outside the 

Club who is not prepared to or is unable to attend the meeting; 
 
• allow the employee to call witnesses or submit witness statements; 

 
• consider the provision of an interpreter or facilitator if there are understanding or 

language difficulties (perhaps a friend of the employee, or a co-employee). This 
person may need to attend in addition to the companion though ideally one person 
should carry out both roles; 

 
• make provision for any reasonable adjustments to accommodate the needs of a 

person with disabilities; 
 
• think about the structure of the meeting and make a list of points you will wish to 

cover. 
 

4.2 What if an employee repeatedly fails to attend a meeting? 
 
There may be occasions when an employee is repeatedly unable or unwilling to 

attend a meeting. This may be for various reasons, including genuine illness or a 
refusal to face up to the issue. Employers will need to consider all the facts and 
come to a reasonable decision on how to proceed. Considerations may include: 

 
• any rules the Club has for dealing with failure to attend disciplinary meetings 

 
• the seriousness of the disciplinary issue under consideration 

 

• the employee’s disciplinary record (including current warnings), general work 

record, work experience, position and length of service 
 

• medical opinion on whether the employee is fit to attend the meeting 

 

• how similar cases in the past have been dealt with. 
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Where an employee continues to be unavailable to attend a meeting the employer 

may conclude that a decision will be made on the evidence available.  
 
The employee should be informed where this is to be the case.  

 

5. How should the disciplinary meeting be conducted? 
 
Remember that the point of the meeting is to establish the facts, not catch people 
out. The meetings may not proceed in neat, orderly stages but it is good practice 

to: 
 
• introduce those present to the employee and explain why they are there 

 
• introduce and explain the role of the accompanying person if present 

 
• explain that the purpose of the meeting is to consider whether disciplinary action 

should be taken in accordance with the Club's disciplinary procedure 

 
• explain how the meeting will be conducted. 

 

5.1 Statement of the complaint 
 
State precisely what the complaint is and outline the case briefly by going through 
the evidence that has been gathered. Ensure that the employee and his or her 

representative or accompanying person are allowed to see any statements made by 
witnesses and question them. 

 

5.2 Employee's reply 
 
Give the employee the opportunity to state their case and answer any allegations 
that have been made. They should be able to ask questions, present evidence and 
call witnesses. The accompanying person may also ask questions and should be 

able to confer privately with the employee. Listen carefully and be prepared to wait 
in silence for an answer as this can be a constructive way of encouraging the 
employee to be more forthcoming. 

 
Establish whether the employee is prepared to accept that they may have done 
something wrong or are not performing to the required standard. Then agree the 

steps which should be taken to remedy the situation. 
 
If it is not practical for witnesses to attend, consider proceeding if it is clear that 

their verbal evidence will not affect the substance of the complaint. Alternatively, 
consider an adjournment to allow questions to be put to a witness who cannot 
attend in person but who has submitted a witness statement. 
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5.3 General questioning and discussion 
 
You should: 

 
• use this stage to establish all the facts; 

 

• ask the employee if they have any explanation for the alleged misconduct or 

unsatisfactory performance, or if there are any special circumstances to be taken 

into account; 
 
• if it becomes clear during this stage that the employee has provided an adequate 

explanation or there is no real evidence to support the allegation, bring the 
proceedings to a close 
 

• keep the approach formal and polite and encourage the employee to speak freely 

with a view to establishing the facts. A properly conducted disciplinary meeting 

should be a two-way process. Use questions to clarify the issues and to check that 
what has been said is understood. Ask open-ended questions, for example, 'what 
happened then?' to get the broad picture. Ask precise, closed questions requiring a 

yes/no answer only when specific information is needed; 
 
• do not get involved in arguments and do not make personal or humiliating 

remarks. Avoid physical contact or gestures which could be misinterpreted or 
misconstrued as judgemental. 

 

If new facts emerge it may be necessary to adjourn the meeting to investigate 
them and reconvene the meeting when this has been done. 

 

5.4 Summing up 
 
Summarise the main points of the discussion after questioning is completed.  
 

This allows all parties to be reminded of the nature of the offence, the arguments 
and evidence put forward and to ensure nothing is missed. Ask the employee if they 
have anything further to say. This should help to demonstrate to the employee that 

they have been treated reasonably. 
 

5.5 Adjournment before decision 
 
Adjourn before a decision is taken about whether a disciplinary penalty is 

appropriate. This allows time for reflection and proper consideration. It also allows 
for any further checking of any matters raised, particularly if there is any dispute 
over facts. 

 

5.6 What problems may arise and how should they be handled? 
 
Where an employee raises a grievance during a disciplinary process the disciplinary 
process may be temporarily suspended in order to deal with the grievance. Where 
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the grievance and disciplinary cases are related it may be appropriate to deal with 
both issues concurrently. 

 
When an employee raises a grievance during the meeting it may sometimes be 
appropriate to consider stopping the meeting and suspending the disciplinary 

procedure – for example when: 
 
• the grievance relates to a conflict of interest that the manager holding the 

disciplinary meeting is alleged to have; 
• bias is alleged in the conduct of the disciplinary meeting; 

 
• management have been selective in the evidence they have supplied to the 

manager holding the meeting; 

 
• there is possible discrimination. 

 
It would not be appropriate to suspend the meeting where the employee makes an 
invalid point. For example if they mistakenly claim that they have the right to be 

legally represented. It is possible that the disciplinary meeting may not proceed 
smoothly – people may be upset or angry. If the employee becomes upset or 
distressed allow time for them to regain composure before continuing. If the 

distress is too great to continue then adjourn and reconvene at a later date – 
however, the issues should not be avoided. Clearly during the meeting there may 
be some 'letting off steam', and this can be helpful in finding out what has actually 

happened. However, abusive language or conduct should not be tolerated. 
 

6. Allowing the employee to be accompanied 
 

Workers have a statutory right to be accompanied by a companion where the 
disciplinary meeting could result in 

 
• a formal warning being issued; or 
• the taking of some other disciplinary action; or 

• the confirmation of a warning or some other disciplinary action (appeal 
hearings). 

 

The chosen companion may be a fellow worker, a trade union representative, or an 
official employed by a trade union. A trade union representative who is not an 
employed official must have been certified by their union as being competent to 

accompany a worker. 
 
To exercise the statutory right to be accompanied workers must make a reasonable 

request. What is reasonable will depend on the circumstances of each individual 
case. However, it would not normally be reasonable for workers to insist on being 
accompanied by a companion whose presence would prejudice the hearing if 

someone suitable and willing was available on site. 
 

The companion should be allowed to address the hearing to put and sum up the 

workers case, respond on behalf of the worker to any views expressed at the 
meeting and confer with the worker during the hearing. The companion does not, 
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however, have the right to answer questions on the worker’s behalf, address the 
hearing if the worker does not wish it or prevent the employer from explaining their 

case. 
 

6.1 What is the right to be accompanied? 
 
Workers have a statutory right to be accompanied where they are required or 

invited by their employer to attend certain disciplinary or grievance meetings. The 
chosen companion may be a fellow worker, a trade union representative, or an 
official employed by a trade union. A trade union representative who is not an 

employed official must have been certified by their union as being competent to 
accompany a worker. Workers must make a reasonable request to their employer 
to be accompanied. 

 

6.2  Applying the right 
 
The Club should allow a companion to have a say about the date and time of a 
hearing. If the companion cannot attend on a proposed date, the worker can 

suggest an alternative time and date so long as it is reasonable and it is not more 
than five working days after the original date. 
 

Before the hearing takes place, the worker should tell the Club who they have 
chosen as a companion. In certain circumstances (for instance when the companion 
is an official of a non-recognised trade union) it can be helpful for the companion 

and employer to make contact before the hearing. 
 

The companion should be allowed to address the hearing in order to: 

 
• put the worker’s case 
• sum up the worker’s case 

• respond on the worker’s behalf to any view expressed at the hearing. 
 

The companion can also confer with the worker during the hearing. It is good 
practice to allow the companion to participate as fully as possible in the hearing, 
including asking witnesses questions. The employer is, however, not legally 

required to permit the companion to answer questions on the worker’s behalf, or to 
address the hearing if the worker does not wish it, or to prevent the employer from 
explaining their case. 

 
Workers whose employers fail to comply with a reasonable request to be 
accompanied may present a complaint to an employment tribunal. Workers may 

also complain to a tribunal if employers fail to re-arrange a hearing to a reasonable 
date proposed by the worker when a companion cannot attend on the date 
originally proposed. The tribunal may order compensation of up to two weeks’ pay. 

 
It is unlawful to disadvantage workers for using their right to be accompanied or for 

being companions. This could lead to a claim to an employment tribunal. 
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7. Taking action after the disciplinary meeting 
 

After the meeting decide whether or not disciplinary warning is justified and inform 

the employee accordingly in writing. 
 

Where misconduct is confirmed or the employee is found to be performing 

unsatisfactorily it is usual to give the employee a written warning. A further act of 
misconduct or failure to improve performance within a set period would normally 
result in a final written warning. 

 
If an employee’s first misconduct or unsatisfactory performance is sufficiently 
serious, it may be appropriate to move directly to a final written warning. This 

might occur where the employee’s actions have had, or are liable to have, a serious 
or harmful impact on the Club. 

 
A first or final written warning should set out the nature of the misconduct or poor 
performance and the change in behaviour or improvement in performance required 

(with timescale). The employee should be told how long the warning will remain 
current. The employee should be informed of the consequences of further 
misconduct, or failure to improve performance, within the set period following a 

final warning ie that it may result in dismissal.  
 

A decision to dismiss should only be taken by a manager who has the authority to 

do so. The employee should be informed as soon as possible of the reasons for the 
dismissal, the date on which the employment contract will end, the appropriate 
period of notice and their right of appeal. 

 
Some acts, termed gross misconduct, are so serious in themselves or have such 
serious consequences that they may call for dismissal without notice for a first 

offence. But a fair disciplinary process should always be followed, before dismissing 
for gross misconduct. 

 

The Disciplinary Procedure in the Employee Handbook gives examples of acts which 
the Club regards as acts of gross misconduct.  

 

Where an employee is persistently unable or unwilling to attend a disciplinary 
meeting without good cause the Club should make a decision on the evidence 
available. 

 

7.1 What should be considered before deciding any disciplinary warning? 
 
When deciding whether a disciplinary warning is appropriate and what form it 

should take, consideration should be given to: 
 
• whether the rules of the Club indicate what the likely penalty will be as a result of 

the particular misconduct; 
 
• the penalty imposed in similar cases in the past; 
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• whether standards of other employees are acceptable, and that this employee is 

not being unfairly singled out; 

 
• the employee's disciplinary record (including current warnings), general work 

record, work experience, position and length of service; 
 
• any special circumstances which might make it appropriate to adjust the severity 

of the penalty; 
 
• whether the proposed warning is reasonable in view of all the circumstances; 

 
• whether any training, additional support or adjustments to the work are 

necessary. 
 

It should be clear what the normal Club practice is for dealing with the kind of 

misconduct or unsatisfactory performance under consideration. This does not mean 
that similar offences will always call for the same disciplinary action: each case 
must be looked at on its own merits and any relevant circumstances taken into 

account. Such relevant circumstances may include health or domestic problems, 
provocation, justifiable ignorance of the rule or standard involved or inconsistent 
treatment in the past. 

If guidance is needed on formal disciplinary action, seek advice, where possible, 
from someone who will not be involved in the hearing any potential appeal.  

 

7.2 Imposing the disciplinary warning. 
 

First formal action – unsatisfactory performance 
 

In cases of unsatisfactory performance an employee should be given an 

'improvement note', setting out: 
 

• the performance problem 

 
• the improvement that is required 

 
• the timescale for achieving this improvement 

• a review date and 

 
• any support, including any training, that the employer will provide to assist the  

employee. 
 

The employee should be informed that the ‘improvement note’ represents the first 
stage of a formal procedure and is equivalent to a first written warning and that 
failure to improve could lead to a final written warning and, ultimately, dismissal. A 

copy of the note should be kept and used as the basis for monitoring and reviewing 
performance over a specified period of six months. 

 
If an employee's unsatisfactory performance – or its continuance – is sufficiently 
serious, for example because it is having, or is likely to have, a serious harmful 

effect on the Club, it may be justifiable to move directly to a final written warning. 
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First formal action – misconduct 

 
In cases of misconduct, employees should be given a written warning setting out 
the nature of the misconduct and the change in behaviour required. 

The warning should also inform the employee that a final written warning may be 
considered if there is further misconduct. A record of the warning should be kept, 
but it should be disregarded for disciplinary purposes after a specified period of six 

months. 
 

7.3 How should the employee be informed of the disciplinary decision? 
 
Details of any disciplinary action should be given in writing to the employee as soon 

as the decision is made. A copy of the notification should be retained by the Club.  
 

The written notification should specify: 

 
• the nature of the misconduct 

 
• any period of time given for improvement and the improvement expected 

 

• the disciplinary penalty and, where appropriate, how long it will last 

 

• the likely consequences of further misconduct 

 
• the timescale for lodging an appeal and how it should be made. 

 
The Club may wish to require the employee to acknowledge receipt of 
the written notification. 

 
The following is a sample letter informing the employee of that the disciplinary 

action is either a written warning or a final written warning: 
 

Dear 

 
You attended a disciplinary hearing on .................... I am writing to inform you of 
your written warning/final written warning* 

 
This warning will be placed in your personal file but will be disregarded for 
disciplinary purposes after a period of (6 months for a written warning, 12 months 

for a final written warning), provided your conduct improves/performance reaches a 
satisfactory level**. 
a) The nature of the unsatisfactory conduct or performance was: 

b) The conduct or performance improvement expected is: 
c) The timescale within which the improvement is required is: 
d) The likely consequence of further misconduct or insufficient improvement is: 

Final written warning/dismissal 
You have the right to appeal against this decision (in writing**) to .................... 
within .................... days of receiving this disciplinary decision. 

Yours sincerely, 
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Note: 

* The wording should be amended as appropriate 
** Delete as appropriate 

 

8. Provide employees with an opportunity to appeal 
 

Where an employee feels that disciplinary action taken against them is wrong or 
unjust they should appeal against the decision. Appeals should be heard without 

unreasonable delay and ideally at an agreed time and place. Employees should let 
the Club know the grounds for their appeal in writing. 

 

The appeal should be dealt with impartially and wherever possible, by a manager 
who has not previously been involved in the case. 

 

Workers have a statutory right to be accompanied at appeal hearings. 
Employees should be informed in writing of the results of the appeal hearing as 
soon as possible. 

 
The opportunity to appeal against a disciplinary decision is essential to natural 
justice, and appeals may be raised by employees on any number of grounds, for 

instance new evidence, undue severity or inconsistency of the penalty. The appeal 
may either be a review of the disciplinary sanction or a re-hearing depending on the 

grounds of the appeal. 
 

An appeal must never be used as an opportunity to punish the employee for 

appealing the original decision, and it should not result in any increase in penalty as 
this may deter individuals from appealing. 

 
8.1 What should an appeals procedure contain? 

 
It should: 
 

• specify a time-limit within which the appeal should be lodged (five working days 

although this may be extended in particular circumstances); 

 
• provide for appeals to be dealt with speedily, particularly those involving 

suspension or dismissal; 

 
• wherever possible provide for the appeal to be heard by someone senior in 

authority to the person who took the disciplinary decision and, if possible, someone 
who was not involved in the original meeting or decision; 
 

• spell out what action may be taken by those hearing the appeal 

• set out the right to be accompanied at any appeal meeting; 

 
• provide that the employee, or a companion if the employee so wishes, has an 

opportunity to comment on any new evidence arising during the appeal before any 

decision is taken. 
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8.2 How should an appeal hearing be conducted? 
 
Before the appeal ensure that the individual knows when and where it is to be held, 
and of their statutory right to be accompanied. Hold the meeting in a place which 
will be free from interruptions. Make sure the relevant records and notes of the 

original meeting are available for all concerned.  
 

The following is a sample letter inviting an employee to an appeal meeting: 

 
 
Dear 

You have appealed against the written warning/ final written warning* confirmed to 
you in writing on .................... 
 

Your appeal will be heard by .................... in .................... on .................... at 
.................... 
You are entitled to be accompanied by a work colleague or trade union 

representative. 
 
The decision of this appeal hearing is final and there is no further right of review. 

 
Yours sincerely 

 
Note: 
* The wording should be amended as appropriate 

 

8.3 At the meeting 
 
You should: 
• introduce those present to each other, explaining their presence if necessary 

 
• explain the purpose of the meeting, how it will be conducted, and the powers the 

person/people hearing the appeal have 
 
• ask the employee why he or she is appealing 

 
• pay particular attention to any new evidence that has been introduced, and ensure 

the employee has the opportunity to comment on it 
 
• once the relevant issues have been thoroughly explored, summarise the facts and 

call an adjournment to consider the decision 
 
• change a previous decision if it becomes apparent that it was not soundly based – 

such action does not undermine authority but rather makes clear the independent 
nature of the appeal. If the decision is overturned consider whether training for 

managers needs to be improved, if rules need clarification, or are if there other 
implications to be considered? 
 



19 

 

• inform the employee of the results of the appeal and the reasons for the decision 

and confirm it in writing. Make it clear, if this is the case, that this decision is final.  

 
The following is a sample letter giving an employee the results of the appeal 
meeting: 

 
 

Dear 
You appealed against the decision of the disciplinary hearing that you be given a  
warning/final written in accordance with the Club’s Disciplinary Procedure. 

The appeal hearing was held on .................... 
 
I am now writing to inform you of the decision taken by the Manager who 

conducted the appeal hearing, namely that the decision to .................... 
stands*/the decision to .................... be revoked* [specify if no disciplinary action 
is being taken or what the new disciplinary action is]. 

 
You have now exercised your right of appeal under the Club’s Disciplinary 
 

Procedure and this decision is final. 
 
Yours sincerely 

 
Note: 
* The wording should be amended as appropriate 

 
9 Dismissal  
 
If the employee has received a final written warning further misconduct or 
unsatisfactory performance may warrant dismissal.  

 
 
Any penalty should be confirmed in writing, and the procedure and time limits for 

appeal set out clearly. 
 

9.1 Dismissal with notice 
 
Employees should only be dismissed if, despite warnings, conduct or performance 

does not improve to the required level within the specified time period. Dismissal 
must be reasonable in all the circumstances of the case. 
Unless the employee is being dismissed for reasons of gross misconduct, he or she 

should receive the appropriate period of notice or payment in lieu of notice. 
 

9.2 Dismissal without notice 
 
In the Employee Handbook the Club has given all employees clear examples of the 

type of misconduct which, will warrant dismissal without the normal period of notice 
or pay in lieu of notice although the examples are not exhaustive. 

 



20 

 

 
9.3 Letter to be sent by the employer to arrange a meeting where dismissal is 
being considered 
 
Dear 

I am writing to tell you that ................ the Club is considering dismissing you. 
This action is being considered with regard to the following circumstances: 
You are invited to attend a disciplinary meeting on ................ at .............. am/pm 

which is to be held in ......... where this will be discussed. 
 

You are entitled, if you wish, to be accompanied by another work colleague or your 
trade union representative. 
Yours sincerely 

 

9.4 Letter to be sent by the employer after the disciplinary meeting when 
dismissal was considered. 

 
Dear 

On .............. you were informed that ................ [insert Club name] was 
considering dismissing you. 
 

This was discussed in a meeting on ............... At this meeting, it was decided that: 
Your conduct/performance/etc was still unsatisfactory and that you be dismissed. 
 

I am therefore writing to you to confirm the decision that you be dismissed and that 
your last day of service with the Club will be ........................ 
 

You have the right of appeal against this decision. Please [write] to ......... within  
......... days of receiving this disciplinary decision. 
Yours sincerely 

 

9.5 Notice of appeal meeting against dismissal. 
 

Dear 
You have appealed against your dismissal on ........., confirmed to you in writing on 
.............. Your appeal will be heard by ............ in ......... on ............. at ........... 

 
You are entitled, if you wish, to be accompanied by another work colleague or a 
trade union representative. 

 
The decision of this appeal meeting is final and there is no further right of review. 
Yours sincerely 

 
 

9.10 Notice of result of appeal against dismissal. 
 

Dear 
You appealed against the decision of the disciplinary hearing that you be 
dismissed. 

The appeal meeting was held on ................. 
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I am now writing to inform you of the decision taken by ............ 
[insert name of the manager] who conducted the appeal meeting, namely that the 

decision to dismiss you stands 
You have now exercised your right of appeal under the Club’s Disciplinary 
Procedure and this decision is final. 

 
Yours sincerely 

 

10 Where an employee is charged with or convicted of a criminal  
offence. 

 

An employee should not be dismissed or otherwise disciplined solely because he 

or she has been charged with or convicted of a criminal offence. 
The question to be asked in such cases is whether the employee's conduct or 

conviction merits action because of its employment implications. 
 

Where it is thought the conduct warrants disciplinary action the following guidance 

should be borne in mind: 
 
• the Club should investigate the facts as far as possible, come to a view about 

them and consider whether the conduct is sufficiently serious to warrant instituting 
the disciplinary procedure 

 
• where the conduct requires prompt attention the Club need not await the outcome 

of the prosecution before taking fair and reasonable action 

 
• where the police are called in they should not be asked to conduct any 

investigation on behalf of the employer, nor should they be present at any meeting 

or disciplinary meeting. 
 

In some cases the nature of the alleged offence may not justify disciplinary action – 
for example, off-duty conduct which has no bearing on employment – but the 
employee may not be available for work because he or she is in custody or on 

remand. In these cases employers should decide whether, in the light of the needs 
of the Club, the employee's job can be held open. Where a criminal conviction 
leads, for example, to the loss of a licence so that continued employment in a 

particular job would be illegal, employers should consider whether alternative work 
is appropriate and available. 

 
Where an employee, charged with or convicted of a criminal offence, refuses or is 
unable to cooperate with the Club's disciplinary investigations and proceedings, this 

should not deter the Club from taking action. The employee should be advised in 
writing that unless further information is provided, a disciplinary decision will be 
taken on the basis of the information available and could result in dismissal. 

 
Where there is little likelihood of an employee returning to employment, it may be 
argued that the contract of employment has been terminated through 'frustration'9. 

However, the doctrine is normally accepted by the courts only where the frustrating 
event renders all performance of the employment contract clearly impossible. It is 
normally better for the employer to take disciplinary action. 
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An employee who has been charged with, or convicted of, a criminal offence may 

become unacceptable to colleagues, resulting in workforce pressure to dismiss and 
threats of industrial action. The Club should bear in mind that it may have to justify 
the reasonableness of any decision to dismiss and that an employment tribunal will 

ignore threats of, and actual industrial action when determining the fairness of a 
decision (Section 107, Employment Rights Act 1996). The Club should consider all 
relevant factors, not just disruption to the Club’s work, before reaching a 

reasonable decision. 
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2 Handling grievances in the golf club 
 
1. Resolve grievances informally 
In Clubs where managers have an open policy for communication and consultation 
problems and concerns are often raised and settled as a matter of course. 

 
Employees should aim to settle most grievances informally with their line manager. Many 
problems can be raised and settled during the course of everyday working relationships. 

This also allows for problems to be settled quickly. 
 
In some cases outside help such as an independent mediator can help resolve problems 

especially those involving working relationships.  
 

1.1 Develop rules and procedures 
 
Fairness and transparency are promoted by developing and using rules and procedures for 
handling disciplinary and grievance situations. These should be set down in writing, be 

specific and clear. The GCMA has produced an Employee Handbook that contains up to 
date rules and procedures. It is important to help employees and managers understand 
what the rules and procedures are, and how they are to be used. 

 

1.2 What is a grievance and why have a procedure? 

 
Grievances are concerns, problems or complaints that employees raise with their 

employers. 
 
Anybody working in a Club may, at some time, have problems or concerns about their 

work, working conditions or relationships with colleagues that they wish to talk about with 
management. They want the grievance to be addressed, and if possible, resolved. It is 
also clearly in management's interests to resolve problems before they can develop into 

major difficulties for all concerned. 
 

Issues that may cause grievances include: 
 
• terms and conditions of employment 

 
• health and safety 

 

• work relations 

 

• bullying and harassment 

 
• new working practices 

 
• working environment 

 
• Club change 
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• discrimination. 

 

Grievances may occur at all levels and the Acas Code of practice, and this guidance, 
applies equally to management and employees. 
 

Some Clubs use, or may wish to use, external mediators to help resolve grievances. 
Where this is the case contact should be made with the GCMA. 

 
Employees might raise issues about matters not entirely within the control of the Club, 
such as client or customer relationships. These should be treated in the same way as 

grievances within the Club, with the employer/manager investigating as far as possible 
and taking action if required. The Club should make it very clear to any third party that 
grievances are taken seriously and action will be taken to protect their employees. 

 

1.3 Training for dealing with grievances 
Management and employee representatives who may be involved in grievance matters 
should be trained for the task. They should be familiar with the provisions of the grievance 

procedure, and know how to conduct or represent at grievance hearings. Consideration 
might be given to training managers and employee representatives jointly.  
 

1.3 What records should be kept? 
The foreword to the Code of Practice advises employers to keep a written record of any 
disciplinary or grievances cases they deal with. 

Records should include: 
 
• the nature of the grievance 

 
• what was decided and actions taken 

 
• the reason for the actions 

 

• whether an appeal was lodged 

 
• the outcome of the appeal 

 
• any subsequent developments. 

 
Records should be treated as confidential and be kept no longer than necessary in 
accordance with the Data Protection Act 1998. This Act gives individuals the right to 

request and have access to certain personal data. The Information Commissioner has 
produced Codes of Practice covering recruitment and selection, employment records, 
monitoring at work and information about an employee's health10. 

Copies of meeting records should be given to the employee including copies of any formal 
minutes that may have been taken. In certain circumstances (for example to protect a 
witness) the employer might withhold some information. 
 

2 Dealing with formal grievances 
 

Where some form of formal action is needed, what action is reasonable or justified will 
depend on all the circumstances of the particular case. Employment tribunals will take the 
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size and resources of an employer into account when deciding on relevant cases and it 
may sometimes not be practicable for all employers to take all of the steps set out in this 

Code. 
That said, whenever a disciplinary or grievance process is being followed it is important to 
deal with issues fairly. There are a number of elements to this: 

 
o Employers and employees should raise and deal with issues promptly and should not 

unreasonably delay meetings, decisions or confirmation of those decisions. 

 
o Employers and employees should act consistently. 

 

o Employers should carry out any necessary investigations, to establish the facts of the 

case. 
 
o Employers should inform employees of the basis of the problem and give them an 

opportunity to put their case in response before any decisions are made. 
 
o Employers should allow employees to be accompanied at any formal disciplinary or 

grievance meeting. 
 
Employers should allow an employee to appeal against any formal decision made. 

The following pages give detailed guidance on handling formal grievances. 
Always bear in mind the need for fairness when following procedures, taking account of 
the elements from the Acas Code of Practice. 

 

2.1 Letting the Club know the nature of the grievance 
 
If it is not possible to resolve a grievance informally employees should raise the matter 

formally and without unreasonable delay with a manager who is not the subject of the 
grievance. This should be done in writing and should set out the nature of the grievance. 
 

Where a grievance is serious or an employee has attempted to raise a problem informally 
without success, the employee should raise it formally with management in writing. 
 

Where employees have difficulty expressing themselves because of language or other 
difficulties they may like to seek help from trade union or other employee representatives 
or from colleagues. 

 
When stating their grievance employees should stick to the facts and avoid language which 
may be considered insulting or abusive. 

 
Where the grievance is against the line manager the employee may approach another 

manager. It is helpful if the grievance procedure sets out who the individual should 
approach in these circumstances. 
 

In small golf clubs run by a proprietor there will be no alternative manager to raise a 
grievance with. It is in the interests of such employers to make it clear that they will treat 
all grievances fairly and objectively even if the grievance is about something they have 

said or done. 
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2.2 Holding a grievance meeting 
 
The Club should arrange for a formal meeting to be held without unreasonable delay after 
a grievance is received. 

 
The Club Manager, employees and their companions should make every effort to attend 
the meeting. Employees should be allowed to explain their grievance and how they think it 

should be resolved. Consideration should be given to adjourning the meeting for any 
investigation that may be necessary. 
 

2.3 What is a grievance meeting? 
In general terms a grievance meeting deals with any grievance raised by an employee. For 
the purposes of the legal right to be accompanied, a grievance meeting is defined as a 
meeting where an employer deals with a complaint about a 'duty owed by them to a 

worker'. 
 

2.4 Preparing for the meeting 
 
Managers should: 
 
• arrange a meeting, ideally within 5 working days, in private where there will not be 

interruptions 
 
• consider arranging for someone who is not involved in the case to take a note of the 

meeting and to act as a witness to what was said 
 

• find out before the meeting whether similar grievances have been raised before, how 

they have been resolved, and any follow-up action that has been necessary. This allows 
consistency of treatment 

 
• consider arranging for an interpreter where the employee has difficulty speaking English 

 
• consider whether any reasonable adjustments are necessary for a person who is disabled 

and/or their companion 

 
• consider whether to offer independent mediation. 

 

2.5 Conduct of the meeting 
 
Managers should: 
 

• remember that a grievance hearing is not the same as a disciplinary hearing, and is an 

occasion when discussion and dialogue may lead to an amicable solution 

 
• make introductions as necessary 

 

• invite the employee to re-state their grievance and how they would like to see it resolved 
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• put care and thought into resolving grievances. They are not normally issues calling for 

snap decisions, and the employee may have been holding the grievance for a long time. 

Make allowances for any reasonable 'letting off steam' if the employee is under stress 
 
• consider adjourning the meeting if it is necessary to investigate any new facts which 

arise 
 

• sum up the main points 

 
• tell the employee when they might reasonably expect a response if one cannot be made 

at the time, bearing in mind the time limits set out in the Club’s procedure. 
 

2.6 Be calm, fair and follow the procedure 
 
In smaller Clubs, grievances can sometimes be taken as personal criticism – the Club 
should be careful to hear any grievance in a calm and objective manner, being as fair to 
the employee as possible in the resolution of the problem. Following the grievance 

procedure can make this easier. 
 

2.7 Grievances about fellow employees 
 
These can be made easier by following the grievance procedure. An employee may be the 

cause of grievances among his or her co-employees – perhaps on grounds of personal 
hygiene, attitude, or capability for the job. 
 

The Club must deal with these cases carefully and should generally start by talking 
privately to the individual about the concerns of fellow employees. This may resolve the 
grievance. Alternatively, if those involved are willing, an independent mediator may be 

able to help. Care needs to be taken that any discussion with someone being complained 
about does not turn into a meeting at which they would be entitled to be accompanied. 
 

3 Decide on appropriate action 
 
Following the meeting decide on what action, if any, to take. Decisions should be 
communicated to the employee, in writing, without unreasonable delay and, where 

appropriate, should set out what action the employer intends to take to resolve the 
grievance. The employee should be informed that they can appeal if they are not content 
with the action taken. 

 
It is generally good practice to adjourn a meeting before a decision is taken about how to 
deal with an employee’s grievance. This allows time for reflection and proper 

consideration. It also allows for any further checking of any matters raised. 
 
Set out clearly in writing any action that is to be taken and the employee’s right of appeal. 

Where an employee’s grievance is not upheld make sure the reasons are carefully 
explained. 
 

Bear in mind that actions taken to resolve a grievance may have an impact on other 
individuals, who may also feel aggrieved. 
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If the grievance highlights any issues concerning policies, procedures or conduct (even if 
not sufficiently serious to merit separate disciplinary procedures) they should be addressed 

as soon as possible. 
 
Ensure any action taken is monitored and reviewed, as appropriate, so that it deals 

effectively with the issues. 
 

4. Allow the employee to take the grievance further if not resolved 
 
Where an employee feels that their grievance has not been satisfactorily resolved they 
should appeal. They should let the Club know the grounds for their appeal without 

unreasonable delay and in writing. 
 
Appeals should be heard without unreasonable delay and at a time and place which should 

be notified to the employee in advance. 
 
The appeal should be dealt with impartially and wherever possible by a manager who has 

not previously been involved in the case. 
 
Employees have a statutory right to be accompanied at any such appeal hearing. 

The outcome of the appeal should be communicated to the employee in writing without 
unreasonable delay. 
 

4.1 Arranging an appeal 
 
If an employee informs the Club that they are unhappy with the decision after a grievance 
meeting, the Club manager should arrange an appeal. As far as reasonably practicable the 
appeal should be with a more senior manager than the one who dealt with the original 

grievance. 
 
In small Clubs, even if there is no more senior manager available, another manager 

should, if possible, hear the appeal. If this is not possible consider whether the owner or, 
in the case of a charity, the board of trustees, should hear the appeal. Whoever hears the 
appeal should consider it as impartially as possible. 

 
At the same time as inviting the employee to attend the appeal, the Club should remind 

the employee of his/her right to be accompanied at the appeal meeting. 
 
 As with the first meeting, the Club should write to the employee with a decision on their 

grievance as soon as possible. They should also tell the employee if the appeal meeting is 
the final stage of the grievance procedure. 
 

Large Clubs may wish to allow a further appeal to a higher level of management, such as a 
director. However, in smaller Clubs the first appeal will usually mark the end of the 
grievance procedure.  
 


