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1.0 Policy Statement 
 
1.1 This policy sets out the framework for a clear and consistent assessment of the overall performance 

of teachers and other employees, including the Headteacher and for supporting their professional 
development within the context of the school’s plan for improving educational provision and 
performance. Appraisal arrangements are set out in the Education (School Teachers’ Appraisal) 
(England) Regulations 2012 (the Appraisal Regulations). The Appraisal Regulations set out the 
principles that apply to teachers in all maintained schools and centrally employed (or unattached) 
teachers employed by a local authority, in each case where they are employed for one term or 
more. Although they are not legally required to do so it is recognised as good practice for 
academies to follow the appraisal regulations and Birkdale High School is committed to this 
principle. This policy adheres to the legal framework set out in the Appraisal Regulations and all 
other relevant legislation that affects all employers (for example legislation on equality, employment 
protection and data protection).  The arrangements that will apply when a teacher falls below the 
levels of competence expected of them are dealt with under the School’s Capability Policy. 

 
1.2 The Appraisal Process is designed to be supportive and used to inform Continuing Professional 

Development (CPD).  Birkdale High School wishes to encourage a culture in which all staff take 
responsibility for improving their work through appropriate professional practice. Professional 
development will be linked to school improvement priorities and to the ongoing professional 
development needs and priorities of individual teachers. 

 
1.3 The governing body is committed to the principles that the appraisal and capability process is 

managed in a way that avoids increased workload for all parties concerned, for example, reviewing 
the number and frequency of meetings and observations, and ensuring the process for collecting 
evidence is always proportionate.   

 
1.3 This policy should be read in conjunction with the School’s Pay Policy. 
 
2.0 Scope 
 
2.1 This policy applies to the Headteacher and to all teachers employed by the school, except those on 

contracts of less than one term, those undergoing induction (i.e NQTs) and those who are subject to 
the School Capability Policy. Although they do not fall under the regulations, this policy will also 
apply to support staff 

 
3.0 The Appraisal Period 
 
3.1 The appraisal period will be for 12 months.  It will begin on 1 September and must be completed by 

31 October for school leaders, teachers and by 31 December for Headteachers. It will run from 1 
April and finish on 31 March for support staff. The cycle will begin with a planning meeting and will 
end with a review meeting. Mid-year review meetings will also be held. Time will be made available 
but it will be the responsibility of the appraisee to ensure that the meeting takes place. 

 
3.2 Teachers will receive constructive feedback on their performance throughout the year and as soon 

as practicable in the event that concerns come to light .  Feedback will highlight particular areas of 
strength as well as any areas for continuous improvement.  

 
3.3 Where a teacher starts their employment or transfers to a new post within the school part way 

through a performance management cycle, the Headteacher, or in the case where the employee is 
the Headteacher, the governing body shall determine appraisal arrangements for the remainder of 
the appraisal period, with a view to bringing their appraisal arrangements into line with the cycle for 
other school leaders, teachers and support staff as soon as possible. 

3.4 Where a school leader or teacher is employed on a fixed term contract for a period less than 12 
months, the length of the appraisal period will be determined by the duration of the contract.  

 
 



4.0 The appraisers 
 
4.1 All appraisers, including allocated members of the governing body should be provided with 

appropriate training.  
 
4.2 The governing body is the appraiser for the Headteacher, and to discharge this particular 

responsibility on its behalf, will appoint three governors. Headteachers can raise an objection to the 
chair of governors, in writing and with good reason, outlining why an appointed governor should be 
excluded from the appraisal process. 

  
4.3 The governing body will appoint an external adviser for the purposes of providing it with  advice and 

support in relation to the appraisal of the Headteacher. The qualifications and experience required 
of an external adviser are not set by regulation. It is for the governing body to decide who they wish 
to use as an external adviser, ideally with the agreement of the Headteacher. 

 
4.4 The external adviser is not responsible for determining a recommendation to the pay committee on 

whether an increment should be paid to the Headteacher following the review; this is a matter for 
the governor’s panel alone. However, governors can ask for advice and should take account of any 
advice offered.  

 
4.5 The Headteacher is responsible for the appraisal of all other employees but may delegate this 

responsibility to others who will normally have line management responsibility for those that they 
appraise. Teaching staff will be able to object to the appointment of an appraiser, on professional 
grounds, in writing to the Headteacher, who will consider the objection and make a decision. Where 
the objections are rejected by the Headteacher, the teacher will be advised in writing. 

 
5.0 Setting Objectives 
 
5.1 The setting and agreement of objectives is fundamentally important to the effective operation of a 

performance management system. Several useful ‘reference documents’ may be used such as the 
appraisee’s job description, the school improvement plan, the school’s SEF, the Ofsted school 
inspection report and the teachers’ standards.  

 
5.2 Objectives for each teacher will be set before, or as soon as practicable after, the start of each 

appraisal period. The objectives set for each teacher, will be Specific, Measurable, Achievable, 
Realistic and Time-bound and will be appropriate to the teacher’s role and level of experience. 
Objectives and performance management discussions will not be based on teacher generated data 
and predictions, or solely on the assessment data for a single group of pupils. A range of factors 
and evidence including, where appropriate, robust assessment data will always be considered when 
making decisions about pay progression.  

 
5.3 The appraiser and teacher will seek to agree the objectives together, however if that is not possible, 

the appraiser will determine the objectives.  Objectives may be revised if circumstances change.  
Due consideration will be given to the need to maintain a healthy work life balance for both the 
appraiser and the teacher.   

 
5.4 Objectives should also be fair and equitable when judged across employees with similar  roles, 

responsibilities and experience.  
 
5.5 The objectives set will contribute towards the schools plans for improving both the schools 

educational provision and performance, and the education and attainment of pupils. The 
Headteacher/governing body will quality assure objectives against the school improvement plan. 

 
5.6 The Headteacher’s objectives will be set by the governing body after consultation with the external 

adviser. 
5.7 Every effort should be made to meet objectives in full.  However an appraiser may conclude that 

significant progress has been made towards achieving objectives and in these instances the 



teacher may be assessed favourably.  The rationale for this conclusion should be recorded on the 
Appraisal Review Statement in SIMS.  

 
5.8 All objectives except the Headteacher’s will be recorded in SIMS as per the instructions in the 

Birkdale High School Appraisal Guidance document and in conjunction with this policy. 
. 
6.0 Assessment and evidence 
 
6.1 The performance of all teachers will be assessed against the Teachers’ Standards, and  they will 

need to demonstrate that their practice is consistent with the definitions set out in Part 1 (Teaching) 

and Part 2 (Personal and Professional Conduct).  The standards have statutory force under 

regulation 6(8)(a) of the Education (School Teachers’ Appraisal)(England Regulations 2012).  The 

Headteacher or governing body (as appropriate) will need to consider whether certain teachers may 

also be assessed against other sets of standards published by the Secretary of State that are 

relevant to them, for example SEND Code of Practice or Headteachers’ standards. 

 
6.2 Judgements relating to performance should be supported by evidence, where possible agreed at 

the beginning of the performance cycle. Evidence should show and demonstrate a contribution 
towards: 

● A positive impact on pupil progress. 
● A positive impact on wider outcomes for pupils. 
● Improvement in specific elements of practice. 
● A positive contribution to the work at the school. 

 
The evidence gathered will largely be determined by the nature and scope of the agreed objectives 
and/or the Teachers’ Standards.  

 
6.3 To reduce staff workload and pressures, there will be no specific lesson observation for the purpose 

of appraisal and arrangements for lesson observations are stated in the “Guidance on Completing 
Appraisal Objectives” document.  Appraisal assessments will not be made on a single lesson 
observation but, as stated in the document, on staff’s engagement in the continuous development of 
everyday practice by completing the “Record of Pedagogical Development”. 

 
6.4 A Headteacher has a duty to evaluate the standards of teaching and learning and to ensure proper 

standards of professional performance are established and maintained throughout the school and 
may determine that it is necessary to collect additional evidence to help inform the school self-
evaluation process through walkabouts, pupil voice or departmental/school reviews.  

 
7.0 Annual assessment 
 
7.1 At the end of the cycle, assessment of performance will be on the basis agreed at the beginning of 

the cycle.  
7.2 In determining an appraisal, the governing body or Headteacher must assess the performance in 

the appraisal period, apply the relevant ‘standards’, assess performance against the agreed 
objectives and assess the professional development needs and identify any action that should be 
taken and, finally, include a recommendation relating to pay. 

 
7.3 Appraisers will seek to use all the evidence available when reviewing performance during the 

appraisal process. Although there is no compulsion to do so, appraisees can also bring any 
evidence they feel is relevant to the meeting. It is the responsibility of the appraisee to upload all 
relevant evidence onto SIMS. 

 
7.4 A written appraisal report must be provided at the conclusion of the appraisal process no later than 

31 October for school leaders, teachers and support staff and 31 December for Headteachers; The 
appraisal report will include: 

● Details of the teacher’s objectives for the appraisal period in question 



● An assessment of the teacher’s performance of their role and responsibilities against 
their objectives and the relevant standards 

● An assessment of the teacher’s professional development needs and identification of 
any action that should be taken to address them 

● Where objectives have not been met in full, but the appraiser is satisfied that significant 
progress has been made, the rationale for this decision 

● Pay recommendations (these need to be made by 31st October for teachers and 31st 
December for Headteachers). 

 
7.5 Good progress towards the achievement of a challenging objective, even if the performance criteria 

have not been met in full, may still be assessed favourably. If agreement cannot be reached, 
especially on the outcomes of an appraisal meeting, the teacher may appeal to the Headteacher or 
the Headteacher may appeal to the chair of the governing body, whose decisions will be final.  

 
7.6 The overall assessment of performance and its subsequent performance rating for individual 

members of staff will be reviewed and moderated by the governing body’s pay committee and a 
recommendation for approval made to the resources committee. 

 
7.7 The final version of the appraisal documentation will be on the employee’s record in SIMS and a 

copy of their CPD made available to the school’s CPD coordinator. The sharing of such information 
is governed by the data protection principles set out under the Data Protection Act and the GDPR 
regulation 2018. 

 
7.8 The governing body and Headteacher will ensure that all written appraisal records are retained on 

the school’s information management system for 6 years minimum. 

 
8.0 Identifying concerns 
 
8.1 When a member of staff is experiencing difficulties, support and guidance will be  provided through 

the appraisal process. Where it is clear that a member of staff’s personal circumstances are leading 
to difficulties at work, appropriate support will be offered at the earliest opportunity. This does not 
form part of the formal capability procedure and should be fully managed as an integral part of the 
appraisal process by the teacher’s appraiser only.   

 

8.2 Ongoing professional dialogue may be useful in achieving the required positive outcomes for all 

parties and this option should be given serious consideration. 
 

8.3 Where significant evidence arises that previous advice has not resulted in improvement as agreed, 
a written record must be shared with the teacher and that record will form the basis of the 
discussions under this section. 

 
8.4 The appraiser will invite the teacher to a review meeting.  In such circumstances the teacher must 

be advised to contact their trade union or professional association for advice, guidance and support 
both before and after the review meeting. 

  
8.5 The purpose of the review meeting is: 

● For the appraiser to give clear feedback to the teacher about the nature and seriousness 
of the concerns with reference to the evidence. 

● To give the teacher the opportunity to comment and discuss the concerns 
● To agree any support (training, coaching, mentoring, observations) that will be provided 

to help address the specific concerns.  It is not sufficient simply to refer to the teachers 
standards.  The discussion and support agreed must be meaningful, with the intent of 
gaining acceptable and sustainable improvements in performance. 

● For the appraiser to make clear how and by when the progress will be reviewed; 
● To revise appraisal objectives (where appropriate).  In this case it will be necessary to 

allow sufficient time for improvement in these circumstances and the amount of time will 
be set by the appraiser; 



● To advise the teacher of the timescales for improvement.  These will be set by the 
appraiser and should ensure sufficient opportunity for the teacher to improve, whilst also 
reflecting the seriousness of the concerns; 

● For the appraiser to explain the implications and process if no, or insufficient 
improvement is made with reference to the School Capability Procedure. 

 
8.6 A written record of the meeting including any revised objectives, support and timescales must be 

sent to the teacher and all relevant data and documentation uploaded onto the employee’s 
Appraisal record in SIMS. 

 
8.7 During the period for improvement, discussions should be ongoing and a second meeting must be 

held at the end of the time period to review progress. 
 
8.8 When progress is reviewed, if the appraiser is satisfied that the teacher has made, or is  making 

sufficient improvement, the appraisal process will continue as normal with any remaining issues 
continuing to be addressed through that process 

 
8.9 Where the appraiser has serious concerns that the teacher’s performance is having an immediate 

detrimental impact on the education, health, safety or well being of pupils or colleagues, the 
timescales for improvement and level of support for the teacher should reflect this. 

 
8.10 If long-term sickness absence appears to have been triggered by the commencement of monitoring, 

the case will be dealt with in accordance with the school’s absence policy and will be referred to the 
occupational health service who will assess the member of staff’s  health and fitness for continued 
employment and whether either continuing with informal monitoring or formal procedures is deemed 
to be appropriate.    

 
8.11 If the appraiser identifies through the appraisal process or through other sources of information, 

parental complaints for example, that the difficulties experienced by an employee are such that, if 
not rectified could lead to the capability procedure, the appraiser will, as part of the appraisal 
process, meet the member of staff to; 

● Give clear written feedback to the employee about the nature and seriousness of the 
concerns. 

● Give the employee the opportunity to comment on and discuss the concerns. 
● Give the employee at least five working days’ notice that a meeting will be held to 

discuss targets for improvement alongside a programme of support and remind the 
employee that they have the right to be accompanied by a work colleague or trade union 
representative at any future meetings where capability will be discussed. 

● Agree and establish, in consultation with the employee, an action plan with support that 
will help to remedy specific concerns. 

● Make clear, how progress will be monitored and when it will be reviewed  
● Explain the implications and process if no, or insufficient, improvement is made. 

 
8.12 The employee’s progress will continue to be monitored as part of the appraisal process and a 

reasonable time given for the employee’s performance to improve. During this monitoring period, 
the employee will be given regular feedback on progress, and arrangements will be made to modify 
the support programme if appropriate.  If sufficient progress is made, the employee should be 
informed of this at a formal meeting and the appraisal process will continue as normal. If no, or 
insufficient improvement has been made, the employee will be invited to a transition meeting 
to determine whether formal capability proceedings will be invoked.  

 
9.0 Transition to capability 
 
9.1 If progress towards addressing performance concerns is insufficient or the concerns are sufficiently 

serious, a ‘Transition Meeting’ should be held; with a minimum of 5 days’ notice. 
 



9.2 The expectation is that this meeting will reduce the likelihood of invoking the capability procedure or 

triggering a prolonged period of sickness absence. In this event, further support should be granted 
through the appraisal procedure.  A meeting of this nature does not amount to part of the formal 
capability process. 

 
9.2 The employee, their line manager and the Headteacher (or chair of governors where the capability 

of the Headteacher is in question) will be present at the meeting.  As the outcome of the meeting 
may have serious consequences, the employee should be encouraged to be accompanied by a 
work colleague or a trade union representative. 

 
9.3 Guiding principles to the overall approach to the meeting: 

● Ensure that practical support, advice and guidance is provided to the employee 
● Training should be provided where this is a reasonable expectation 
● Performance criteria should be clear and monitored within agreed time schedules 
● The employee’s shortcomings are clearly set out in writing 

 
9.4 The meeting will consider the following matters: 

● The evidence that has given rise to the specific concerns about the employee’s  
 performance 

● The seriousness of the concerns and their impact on the performance of the school 
● The support that has been provided to date 
● The time for which the concerns have persisted 
● The degree of improvement that has been achieved and whether or not this has been 

sustained 
● The extent to which the employee has shown insight and has engaged with the support 

provided throughout the appraisal process 
● Any mitigating factors 

 
9.5 Once these matters have been considered, the chair should close the meeting and reflect on the 

findings, take advice and reach a decision. The employee will be informed of the decision in writing 
within five working days.  The decision will be either to continue with the appraisal process or to 
invoke the capability procedure by convening a formal capability meeting. 

 
 The transition to the capability procedure will not normally be made unless there is evidence that: 

● Under-performance against agreed objectives and / or standards has prevailed for some 
time;  

● The underperformance is either serious or has persisted despite the provision of 
support.   

  
As a final check and balance to invoking the capability procedure, line managers will ensure that the 
following have been put in place: 

● The employee has undergone an appropriate period of induction to their role 
● An up to date job description has been issued to the employee 
● Professional standards and overall expectations of performance have been made clear 
● The employee’s performance has been monitored and feedback has been provided 

 

10.0 Continuing Professional Development 
 
10.1 The school’s CPD programme will be informed by the training and development needs identified 

through the appraisal procedure. The governing body will ensure in the budget planning, that, as far 
as possible, appropriate resources will be made available for any agreed training, support and 
continuing professional development. 

 
10.2 Support to meet individual or collective development needs will be provided within the context of the 

school’s improvement plan. 
 
 



11.0 Conflict of interest 
 
11.1 In any circumstances where an individual believes that their participation in any part of the appraisal 

process amounts or may amount to a ‘conflict of interest’ they should declare this to their appraiser 
and/or absent themselves from any part of the appraisal process where they believe that a ‘conflict 
of interest’ would or is likely to prevail.  

 

12.0 Pay progression linked to performance 
 
12.1 This is set out in the STPCD and School Pay Policy 
 
12.2 Teachers will work with their appraisers to ensure that there is sufficient evidence to support pay 

recommendations. Teachers will also keep records of objectives and review them throughout the 
appraisal period, and upload all relevant evidence. 

 
13.0 Confidentiality 
 
 The appraisal process and the supporting documentation will be treated with strict confidentiality at 

all times. Only those who need access to such information will be granted  access to enable 
them to discharge their responsibilities as directed by the school. The governing body will monitor 
the operation of the appraisal system and review it at appropriate intervals. 

 
14.0 Appeal 
 
14.1 Any teacher wishing to raise a formal objection to the objectives may do so via the appeals 

procedure. 
 
15.0 Review 
15.1 The Policy will be reviewed every year or in response to changes in legislation at which point 

consultation will take place with the recognised union representatives. 


