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 Transform Trust Teacher Appraisal 

Preamble 
This policy aims to comply with the prevailing legislative framework and incorporates good 
practice. 
 
Introduction  
This policy applies to all Schools within Transform Trust and staff employed on teaching contracts 
for the Trust itself. The Trustees may approve a transitional policy for recently converted schools 
in exceptional circumstances.  The Scheme of Delegation for each school within the Trust outlines 
the delegated responsibility for staffing matters and the pay and conditions of all staff.   
 
This policy has been developed in line with the Education (School Teachers’ Appraisal) (England) 
Regulations 2012 (the Appraisal Regulations) in force at the date of adoption of the policy. There 
are references in this policy of support staff and Trust Centre staff processes for completeness and 
to allow consistency. 
 
The Appraisal Regulations set out the principles that apply to teachers in all maintained schools. 
Although they do not directly apply to academies, it is viewed as best practice for academies to 
adhere to the Appraisal Regulations and the Trust will therefore generally adopt these 
arrangements, except where stated otherwise, with the intention of remaining compliant with all 
relevant legislation. 

 
This Policy should be considered alongside the current Trust Pay Policies for Teaching and Support 
Staff, Capability Policy and the Support Staff Appraisal Policy.  
 
Both Appraisal and Capability will be managed in the case of the headteacher of each Trust school 
and the Trust Executive Team by the CEO supported by the Trust Chief People Officer, or in the 
case of the CEO by the Chair of Directors of the Trust Board again supported by the Trust Chief 
People Officer. In all other cases, the procedures will be managed by the headteacher of each 
school or their appointed representative. In the case of headteacher appraisal processes, the CEO 
of the Trust with support from the HR Director will act as advisers to individual Trust schools. 
Chairs of Governors will sit as a panel alongside the CEO to set and review objectives for their own 
Headteacher (including Executive Headteachers) as well as offer guidance and support. In the case 
of Executive Headteachers, both Chairs will be present. The panel will make a recommendation 
for a pay award within this forum which is then approved by the Trust Executive Team and the 
Board of Trustees in line with the Academies Financial Handbook. 
 
Deputy and Assistant Headteacher, Head of School, Deputy Head of School performance 
management will be undertaken within Partnership Groups.  
 
Within each Partnership the Executive Headteachers / Headteachers will sit as a panel alongside 
the Partnership Lead to set and review objectives for their own Assistant / Deputy / Head of 
Schools with pay decisions being referred back to the individual governing body pay committee 
for approval. 
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Guidance on managing appraisal and capability is available from the Trust HR team who should be 
consulted before commencing capability procedures. 
 
Purpose  
This policy sets out the framework for a clear and consistent assessment of the overall 
performance of Trust teaching employees and for supporting their development within the 
context of the Trust/School’s Improvement Plan, the National Standards of Excellence for Head 
Teachers and the Teachers’ Standards. Its purpose is to ensure good and increasingly outstanding 
teaching and high-performance leadership.  

 
Application of the Policy  
The policy would usually be in two separate sections. Part B (Capability) applies to all Trust staff, 
not just teaching, and so is contained in a separate policy. 
 
Part A of the policy, which covers appraisal, applies to all teaching employees of the Trust except 
those on contracts of less than one term, those undergoing induction (i.e. NQTs or employees 
subject to a probation period) and those who are subject to the Capability (Part B) policy.   
 
Part B is separate to this policy and sets out the formal capability procedure, applies only to 
employees, about whose performance there are serious concerns, which the appraisal process 
has been unable to address. It covers all groups of staff employed by the Trust including support 
staff and centrally based Trust staff. 
 
Part A: Appraisal  
Appraisal in this Trust/School will be a supportive and developmental process designed to ensure 
that all employees have the skills and support they need to carry out their role effectively. It will 
help to ensure that teachers are able to continue to improve their professional practice and to 
develop as teachers. 
 
Appraisal Period  
The appraisal period will run for twelve months from 1st September to 31st August.  Appraisal 
meetings will be held in the Autumn Term and a review undertaken at the end of the Spring Term 
or Early Summer Term. 
 
Employees who are employed on a fixed term contract of less than one year will have their 
performance managed in accordance with the principles underpinning this policy. The length of 
the period will be determined by the duration of their contract.  
 
There is flexibility to have a longer or shorter appraisal period when teachers begin or end 
employment with a school or the Trust or when unattached teachers change post within the same 
Trust. 
 
Where a teacher starts their employment at the school part-way through an appraisal cycle, the 
head teacher or, in the case of head teachers, governing body will determine the length of the 
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first cycle for that teacher, with a view to bringing the cycle into line as soon as possible. 
 
Appointing Appraisers  
The Chief Executive Officer will be appraised and objectives set by a Trust Appraisal Committee 
made up of at least 2 Directors, supported where appropriate by an external advisor.  Review will 
be concluded by 30th September. 
 
Headteachers / Executive Headteachers will be appraised and objectives set by a panel of the Chair 
of Governors, the Chief Executive Officer or their appointed representative will sit on a panel 
supported by the Trust Chief People Officer. Reviews will be concluded by 30th November. 
 
Heads of School / Deputy Heads / Assistant Heads will be appraised and objectives set by their 
Headteacher and Partnership Lead or their appointed representative who will sit on a panel 
supported by the Trust Chief People Officer / HR Manager. Reviews will be concluded by 31st 
December. 

 
The Executive Leadership Team for the Trust will be appraised and objectives set by the CEO 
supported where appropriate by the Directors of the Trust. Reviews will be concluded by 31st 
October.  
 
Other Trust operational employees will be appraised and objectives set by their line manager 
supported by the CEO.  In all the above circumstances, the Trust HR team will support with the 
process to be followed appraisal outcomes and objectives. 
 
The Headteacher in each School will decide who will appraise all other employees. Only members 
of staff with QTS may be appraisers for teachers. It is recommended that, in most cases, the 
appraiser will be the teacher’s line manager. 
 
This policy sets out the framework for a clear and consistent assessment of the overall 
performance of teachers and for supporting their development needs within the context of the 
school’s improvement plan.   
 
The head teacher can raise an objection to the chair, in writing and with good reason, outlining 
why an appointed governor should be excluded from the appraisal process. 
 
Teaching staff will be able to object to the appointment of an appraiser, on professional grounds, 
in writing to the head teacher and CEO who will consider this and make a decision.  Where the 
objections are rejected by the head teacher and CEO, the teacher will be advised in writing. 
 
Setting Objectives   
For all employees, objectives will be set before or as soon as practicable after, the start of each 
appraisal period. The objectives set, will be Specific, Measurable, Achievable, Realistic and Time-
bound and will be appropriate to the role and level of experience.  
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Taking account of the Head Teacher Standards and Teacher Standards, Headteachers, Deputy 
Headteachers, Assistant Headteachers, Trust Associate Leadership roles and Heads of School will 
have a minimum of four objectives, of which could the areas could include the following list. These 
are not prescriptive or exhaustive and each leader will have priorities relevant to them. It is 
expected that those senior leaders who are more experienced and whose salary is reflective of 
this, will have objectives that impact across whole Trust. 
 

• Objectives related to pupil progress and outcomes, in line with whole Trust/School 
objectives (no data used) 

• Objectives related to specific aspects of leadership and management which will improve 
whole school and / or whole Trust effectiveness.  

• Objectives set to meet specific individual needs. 
 
Taking account of the Teacher Standards, Teachers will have a minimum of three objectives, which 
may focus on some of the following areas but may also cover other areas: 
 

• one objective may be related to pupil progress and outcomes, in line with whole 
Trust/School objectives (no data used) 

• one objective may be related to improving teaching pedagogy 

• one objective may be related to a whole Trust/school research theme 

• responsibility holders (TLR holders) will also have a Leadership and Management objective  

• an additional objective(s) may be set if deemed appropriate in order to meet specific 
individual needs 

 
Taking account of any Professional Standards Support Staff will have a minimum of three 
objectives, of which the following may be covered: 

 

• where appropriate to the role, one objective may be related to pupil progress and 
outcomes in line with whole Trust/School objectives (no data used) 

• one objective may be related to contribution to developing team performance 

• one objective may be related to professional development in their current or potential 
future role(s) 

• team leaders will also have a Leadership and Management objective 

• any additional objective(s) related to areas of the employee job description may be set if 
deemed appropriate in order to meet specific individual needs 

 
The appraiser and appraisee will seek to agree the objectives but, if that is not possible, the 
appraiser will determine the objectives. Where disagreement exists over the appropriate 
objectives, the teacher may refer the matter to a member of the Senior Leadership Team or, in 
the case of head teachers, another governor, not involved in the appraisal process. 
 
The appraiser will take into account the effects of an individual’s circumstances, including any 
disability, when agreeing objectives.  For example, this might include a reasonable adjustment to 
allow an individual slightly longer to complete a task than might otherwise be the case. When 
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teachers return from a period of extended absence, objectives may be adjusted to allow them to 
readjust to their working environment. 
 
The objectives set will, if achieved, contribute to the Trust/School’s plans for improving the 
Trust/School’s educational provision and performance and improving the education of pupils. This 
will be ensured by quality assuring all objectives against the Trust/School Improvement Plan.  
 
In addition, some flexibility in the setting and agreement of objectives will be considered. This will 
enable objectives to be set and agreed around issues that are emerging for the school and that 
require some dedicated attention that is best articulated as one or as a set of objectives.  On the 
grounds that emerging issues are unlikely to be known at the outset of an appraisal period, 
objectives may need to be adjusted throughout the appraisal period so that they remain relevant 
to the performance of the individual and to the priorities of the school.  The ideal outcome will be 
to ensure the weight of objectives is broadly or proportionately the same at the conclusion of any 
subsequent ‘objectives’ discussion.    
 
Before, or as soon as practicable after the start of each appraisal cycle, each employee will be 
informed of the standards against which their performance will be assessed – Teachers’, 
Leadership, Headteacher, or Professional Standards or other standards as appropriate to the 
support staff role.  
 
Employees with specific roles of responsibility will also be assessed against appropriate, relevant 
National Standards as they are developed, such as curriculum and leadership standards.  
 
Objectives will also be fair and equitable when judged across employees with similar roles and 
responsibilities.  However, appraisal objectives will become more challenging as a teacher 
progresses up the main pay range / or within the Upper Pay Range. This is also relevant for 
members of school leadership who are likely to be on a Leadership Scale point outside of the range 
for their “normal” school size. Executive Headteachers should have a balance of objectives that 
support both schools and reflect the strategic responsibilities of the role. 
 
Reviewing Performance  
For all employees, evidence from a range of quality assurance processes will be used to inform the 
review process, including direct observation of employees in their roles.  
 
In order to determine teaching quality over time a range of evidence will be used including lesson 
observation, work scrutiny, moderation within and across schools, marking and books, display, 
data, pupil voice and outcomes.   
 
Observation  
The Trust/School believes that observation of classroom practice and other responsibilities is 
important both as a way of assessing performance in order to identify any particular strengths and 
areas for development, and of gaining useful information which can inform School/Trust 
improvement more generally. All observations will be carried out in a supportive manner.  
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Any classroom or task observations will be carried out in accordance with the school’s ‘classroom 
and task observation protocol’.  Classroom observation will be carried out by qualified teachers.  
At least 5 working days’ notice of the date and time of the observation will be given and verbal 
feedback provided by the end of the next school day in a suitable private environment.  Written 
feedback will be provided within 5 working days.  The appraisee has the right to append written 
comments to the feedback document. In order to gather a reliable view of the quality of an 
individuals’ practice over time the Trust will make regular and appropriate use of work sampling. 
 
All other employees supporting pupils in the classroom will be observed to assess performance 
(please refer to Support Staff Appraisal Policy).  Feedback from QTS staff will be considered to 
inform the review.  Other support staff may be observed by their line manager or other 
appropriate manager as applicable to their role. 
 
All observation should be planned, with an agreed focus and linked to objectives. The number of 
observations will vary depending on the individual circumstances of the teacher and the overall 
needs of the school. It is agreed no more than 3 hours of observations will take place over the 
cycle. 
 
Each school will define the information required by any reviewer for lesson observations, work 
sampling or planning review. 
 
Any monitoring of teaching will be carried out by those with QTS.  In addition to formal 
observation, the headteacher or other leaders with responsibility for teaching standards may 
“drop in” in order to evaluate the standards of teaching and to check that high standards of 
professional performance are established and maintained. The length and frequency of “drop in” 
observations will vary depending on specific circumstances. 
 
Employees with leadership and management responsibilities outside of the classroom should 
expect to have their performance of those responsibilities observed and assessed.  
 
Where evidence emerges about the appraisee’s performance, which gives rise to concern during 
the cycle, additional observations may be arranged during the cycle.  
 
The head teacher may determine that it is necessary to collect additional evidence to help inform 
the evaluation of teaching standards and school improvement strategies.  This additional evidence 
may include walkabouts, task observation, reviews of assessment results and lesson planning 
records.   
 
On occasion, advance notice of these additional monitoring activities may not be possible. 
 
Development and Support  
Appraisal is a supportive process which will be used to inform continuing professional 
development. The Trust/School wishes to encourage a culture in which all teachers take 
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responsibility for improving their teaching, and other employees take responsibility for improving 
their performance, through appropriate professional development. This will be linked to 
Trust/School improvement priorities and to the on-going professional development needs and 
priorities of individuals.  
 
Where CPD is identified as key to the improvement of an individual, account will be taken of where 
it has not been possible for teachers to fully meet the performance required, against their agreed 
priorities, if the resources have not been available. This should be recorded at their interim review 
meeting. 
 
All employees are expected to prepare for their appraisal meeting by considering the 
achievements in the totality of their role against the objectives that have been set, ahead of their 
annual review meeting with their appraiser.  
 
Feedback  
All employees will receive constructive feedback on their performance throughout the year and 
as soon as practicable after any observation has taken place or other evidence has come to light. 
Feedback will highlight particular areas of strength as well as any areas for improvement. Where 
there are concerns about any aspects of performance the appraiser will meet the appraisee 
formally to:  

• give clear feedback about the nature and seriousness of the concerns  

• give the appraisee the opportunity to comment and discuss the concerns  

• agree any support (eg coaching, mentoring, structured observations) that will be 
provided to help address those specific concerns;  

• make clear how, and by when, the appraiser will review progress; explain the 
implications and process if no or insufficient improvement is made. The review period 
should be between 8 and 12 weeks depending on the seriousness of the concern and 
to allow time to see the impact of the support. Some strategic objectives may require 
more time to achieve. These can be broken down into two periods of 4-6 weeks.  A 
formal documented support plan will be put in place together with a process for 
monitoring the plan. A template support plan is available from the Trust HR team. 

  
When progress is reviewed, if the appraiser is satisfied that the appraisee 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.  
 
It is recommended that an impartial, suitably qualified third party is invited to the above meeting 
to assist with any points of disagreement. 
 
The outcome of any such meeting will be confirmed in writing to the teacher. 
 
Interim Review 
For all employees, performance and development priorities will be reviewed and identified 
shortfall addressed through the documented interim meeting, which will take place during the 
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second half of the Spring Term or early Summer Term.   Objectives may be revised at the Interim 
Review stage if circumstances change. 
 
Annual Assessment  
This assessment is the end point to the annual appraisal process.   
 
The appraisee will provide the appraiser with a self-evaluation against objectives and the totality 
of the role.  The appraiser will write a report using the reflections and finalise the report by the 
end of the Autumn Term. A review meeting will take place to discuss the content of the report 
and any further action required and to inform objective setting for the next cycle. 
 
The appraisal report will include:  

• details of the objectives for the appraisal period in question 

• an assessment of performance of the role and responsibilities against their objectives and 
the Headteacher Standards, Teachers’ Standards or other appropriate Professional 
Standards  

• an assessment of training and development needs   

• identification of any action that should be taken to address them 

• a recommendation on pay where that is relevant.  
 
Recommendation for pay progression will be made by the appraiser subject to the maximum of 
the employees pay range or grade, in accordance with the Trust Pay Policy and depending on the 
pay range applicable.  For teachers, this will take into account performance as a teacher and as a 
responsibility holder. In the case of NQTs, pay decisions will be made with reference to the 
statutory induction process.  For other employees, account will be taken of typicality and overall 
performance in the totality of the role. 
 
For all employees, a ‘no progression’ determination may be made without recourse to the 
capability procedure; in most circumstances, this would be the case where the maximum of the 
pay range or grade has been reached. 
 
For all teaching staff on the Main Pay Scale, pay is not specifically linked to performance. 
Automatic progression, one point at a time will occur annually each September unless there are 
significant concerns identified in writing. As a result, Governing Bodies do not ratify pay decisions 
for those teaching staff. 
 
Good progress towards the achievement of a challenging objective, even if the performance 
criteria have not been met in full, may be assessed favourably.  If agreement cannot be reached, 
especially on the outcomes of an appraisal meeting, there may be an appeal to the head teacher/ 
line manager or the head teacher may appeal to the CEO, whose decisions will be final.   
 
The overall assessment of performance and its subsequent performance rating for individual 
members of staff will be subject to a process of moderation, arrangements for which are identified 
at the start of this policy and in the Trust Pay Policy. 
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The final version of the appraisal documentation will be placed on the employee’s file and a copy 
of their CPD made available. The sharing of such information is governed by the data protection 
principles under the Data Protection Act 2018 GDPR. 
 
The governing body and the head teacher will ensure that all written appraisal records are 
retained in a secure place for 6 years and then destroyed. 
 
Appeals 
If appraisees are not satisfied with their appraisal, they should seek to resolve this by discussing 
the matter informally with the decision-maker within ten working days of the decision. 
 
Appraisees have a formal right of appeal against their written appraisal report. In most cases this 
will be to the line manager of the appraiser, or another member of the senior leadership team or 
governor. 

 
Appeals against pay progression decision 
Where head teachers or teachers are eligible for and have not been recommended for pay 
progression, they should refer to the appeals procedure in the schools’ Pay Policy for Teachers 
and accompanying Guidance. 
 
Conflict of Interest 
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 are required to 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.  
 
Pay progression linked to performance 
The governing body will confirm annually whether or not to increase the salary of teachers who 
have completed a year of employment since the previous annual pay determination and, if so, to 
what salary within the relevant pay ranges. 

 
The school’s pay policy sets out clearly how pay progression will be determined. The arrangements 
for Headteacher performance related pay and Trust Centre teaching staff pay are outlined in the 
Pay Policy.  
 
Where teachers are eligible for pay progression, the recommendation made by the appraiser will 
be based on an assessment of performance against agreed performance objectives and 
dependent upon which pay range they are on.  The decision confirmed by the governing body will 
be based on the statutory criteria and guidance set out in the STPCD and the relevant teacher 
standards. Governing Bodies will not need to confirm annual pay progression of Main Pay 
Teachers. 
 
The Trust will consult with staff and union representatives on the establishment of appraisal and 
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pay policies and will ensure that appraisers have the knowledge and skills to apply procedures 
fairly. 
 
Probation Review 
For all staff, a probationary period will be specified on appointment. Reviews will take place at 
weeks 6, 12, 18 and 24 before the end of the probationary period. Any probationary review is 
independent of the normal review cycle. 
 
This review will determine how the new employee has adapted in their role, highlights their 
success and impact. It will identify any areas of support or mentoring required and may lead to an 
extension of the probationary period up to a maximum of 50 week in total (or any varied timescale 
outlined in the Probation Policy), to allow for further development in the role. Where an appraisee 
fails to meet the requirements of the role satisfactorily, the appraiser will recommend termination 
of the contract.  Alternatively, once the appraiser is satisfied that the appraisee meets the 
requirements of the role, the appraiser will recommend that the appraisee is confirmed in post. 
At this point, the normal appraisal cycle is entered and objectives set as above. 
 
Next Steps 
If the appraiser is not satisfied with progress, the appraisee will be notified in writing that the 
appraisal system will no longer apply and that their performance will be managed under the 
capability procedure and will be invited to a formal capability meeting. The capability procedures 
will be conducted in line with Capability Policy. 
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