TRANSFORM TRUST ny
Together we Achieve

Transform Trust
Support Staff
Appraisal Policy

Policy Number Author Publication Date Review Cycle

301 Chief People Officer V1 September 2023 Autumn 2025 review

f Transform Trust Support Staff Appraisal Policy 1




|/
[RH‘P‘('S‘F O[}M ‘I.IEUS T 'f

Rationale

Networks (or Professional Learning Communities “PLC’s) play a key role in the work that Transform
does in supporting employees to develop professionally and share practice with colleagues. As part of
the support staff/TA network discussion and meetings there has been some extremely valuable
feedback provided which is outlined and portrayed in this policy. To outline the rationale behind the
updating of this policy, the statement below is provided by the network lead:

We consider our support staff to be essential members of the Transform team; they are highly valued
and respected, and we recognise and celebrate the significant positive impact that they have on the
welfare, progress and attainment of our children.

Implementing one policy across the Trust ensures credibility and consistency, confirming that
professionalism and progression of practice is a focus that is given equal priority in Trust schools,
regardless of role. All staff must be given access to high-quality CPD opportunities that reflect and
respond to identified priorities and targets. This policy and process is a vehicle that facilitates formal
recognition of ongoing professional development and celebration of staff success by the Trust and
senior school leaders.

This Support Staff Appraisal Policy has been developed to enable the Trust to invest in and validate
this crucial role. It provides a structure which empowers staff to actively participate in, and drive, their
own professional development, whilst reflecting the priorities of the Trust, its schools and the staff
themselves. Through the combination of targeted support and appropriate challenge, this process is
intended to engage and motivate staff, offering opportunities for reflective practice and identification
of personal goals, which will result in increased confidence and skill-building in professionals, and
enhanced outcomes for our children.

Background

There are regulations determining the appraisal of teaching staff in maintained schools which were
introduced in 2012. Increasingly, there has been a focus on developing professional standards for
distinct groups of support staff.

e The Professional Standards for Teaching Assistants were originally developed by a working
group (comprising of Unison, the NAHT, the National Education Trust (NET) in conjunction
with the DfE, who chose not to publish the Standards, but allowed the working group to
release them in June 2016. The teaching assistant standards are non-mandatory and non-
statutory. For non-class based roles.

e The Professional Standards for School Business Managers were launched by The National
Association of School Business Managers (NASBM) in November 2015. The NAHT Union were
involved in their development and has endorsed the standards as they can support members
and their head teachers in planning their professional development and recruiting to new
roles. There are other support staff roles that are not class based but play a key part in a
schools’ improvement, so professional development opportunities should be identified and
offered for those staff groups too.

Introduction

Whilst there is no nationally agreed system of appraisal for support staff, appraisal needs to be valued
and held in the same esteem as that for teachers. The network for support staff indicated that there
needs to be clarity and consistency across the Trust regarding appropriate target setting and how
performance is measured. Appraisal is an entitlement and the contribution each member of support
staff makes should be celebrated through the appraisal process by marking individual
achievements/successes and agreeing future areas of development.
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This scheme is applicable to all employees within schools that are not covered by school teachers’ pay
and conditions and performance management criteria. This includes Trust Centre Executive and
Operational Teams. 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. Professional development and
training requires the commitment of the Trust / School and the employee. The Trust is committed to
providing appropriate and reasonable resources and opportunities to enable the professional
development and training of all staff. It is expected that staff will engage seriously with the
development and training opportunities provided. This may be delivered through coaching, mentoring,
team meetings, network meetings, training events, professional studies and e-learning.

Wherever possible these activities will be within normal contracted working hours and where staff are
requested to attend training during non-contracted time, such hours will be paid. As much notice as
possible will be given for these activities outside of normal contracted working hours and these hours
will be paid as overtime. The Trust will ensure that employees personal circumstances are taken into
consideration.

Other Trust operational employees will be appraised, and objectives set by their line manager
supported by the CEO. In the above circumstances, the Trust HR Team will support with the
moderation process.

The policy applies to all members of support staff employed by the Trust/School, except those on
contracts of less than one term. Members of staff who are employed on a fixed-term contract or
supply arrangement of at least one term but less than one year will be appraised in accordance with
the principles underpinning this policy.

Re-grading of Posts

Should an employee be undertaking additional duties outside of their current job description a
consideration of re-evaluating the role may be made of movement up to a higher graded post. This
can take place at any time during the academic year. Any potential re-grade or promotion will depend
on the needs of the Trust, school, budgets and governing body approval. No re-grades can be approved
by Governors without a clear business case and advice from the HR Team. The CEO will sign off any
re-grade for Trust Centre staff following advice from the HR Team. Separate guidance exists for this
process and Head Teachers are strongly advised to read and consider this before engaging in
discussions with staff about process.

There is no automatic right to a re-grade and individuals should be highlighting to their line managers
any areas of work outside of standard job descriptions. Where staff are consistently working outside
of their Job Descriptions line managers and Head Teachers need to be aware that an employee should
be paid in line with the role they are undertaking.

What works in performance appraisal?

Performance benefits when employees regularly monitor their progress towards goals. Therefore,
consideration should be given to more immediate feedback and more regular, constructive but
shorter review meetings. An ongoing focus on improvement is important and allows individuals to
actively engage on their own practice. Feedback can also be more effective if it focuses on building on
strengths rather than highlighting weaknesses.

Appraisal discussion enables the Appraisee to:

e Gain a clear picture of what is expected of them.
e Discuss priorities and be given clear direction.
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e Discuss their strengths and weaknesses and to receive feedback on their performance.

e Be heard and respected and have an open discussion on how they can improve their performance,
identify the support they need from their managers to achieve this and their aspirations for their
future career.

e Be offered constructive guidance on attaining agreed objectives.

e Discuss their future professional development and training needs.

e Identify any areas of difficulty and learn from past experiences.

The Appraiser will:

e Gain greater insight into the way the appraisee works and performs, providing information to
individuals on their performance and progress and on what is required to continue to perform
well in the future, particularly in view of any change in programme and evolution of roles.

e Gain greater understanding of the job-holder’s potential, needs, strengths and weaknesses.
emphasising what has been done well, offering constructive criticism about what might be
improved, drawing out the importance of how things are done, as well as what is done, and
ensuring effort is directed at activities that maximise impact.

e Have an opportunity to celebrate success and motivate them for the future.

e Use the opportunity to develop staff by agreeing future objectives.

e Identify training and development needs, particularly for those in new or changing circumstances.

e Develop a consistent approach to guidance and encouragement.

The Trust will: -

e Benefit from improved communication with staff and improved efficiency.

e Have an increased ability to assess staffing needs and enhance the development of staff.
e Be able to plan and co-ordinate staff training needs.

e Have a more accurate assessment of individual potential.

e Benefit from an increasingly professional and competent workforce.

Appraisal Period
The appraisal period will run for twelve months from 1 September to 31 August each year.

\

End Spring 2

Mid Summer 2

End of year
review

Mid-term
review

S’

Feedback from the support staff network indicated that an appraiser must be a team leader or have
managerial responsibility for that particular group of staff. Senior leaders are responsible for outlining
at the outset the school development priorities so that all support staff can fully understand how their
role feeds into the overall improvement of the school.

Time for appraisal meetings will be timetabled within the appraisee’s and appraisers working hours.
Senior leaders must ensure time is allowed for this and for appraisers to have sufficient non-contact
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time to complete the process.

Appraisals should be done annually and ideally reviewed mid-year. The meeting should be scheduled
for at least half an hour and held in a private place where there will be no interruptions. If reviews are
more regular, then these can be for a shorter duration if necessary.

Consideration should be made to the time needed to ensure all the administration to support an
appraisal process.

Setting Objectives

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

appraisal period. The objectives set for each member of staff will be specific, measurable, achievable,

realistic and time-bound (SMART) and will take into account:

e Relevant Professional Standards.

e The School Development Plan — potentially allowing appraisees to focus on wider elements
which may not be part of current role but could be of future benefit.

e The individual’s job description —including whether amendments or changes need to be made
(consideration of re-evaluation where necessary).

e The person specification relating to the individual’s role.

Objectives should reflect a balance between ongoing work and new areas of work. The following may
help to shape setting of objectives.

The number of objectives set will depend on their size and scope. There should be at least three and
usually not more than six. The objectives, and number of them, should be proportionate to the totality
of the role and time worked.

Taking account of any Professional Standards, Support Staff will have a minimum of three objectives,
of which:

e  Where appropriate to the role, one objective will be related to pupil progress and outcomes in
line with whole Trust/School objectives.

e One objective will be related to contribution to developing team performance.

e One objective will be related to professional development in their current or potential future
role(s).

e Team leaders will also have a Leadership and Management objective.

e 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.

They may also relate to values and behaviours. The number of objectives set will depend on their job
role.

Any objectives linked specifically to the School Development Plan should be prepared in advance to
ensure the appraiser can explain how they reflect the needs of the school.

The Head Teacher will review objectives for each member of staff in order to ensure consistency and
relevance, both to the school development plan and to the individuals concerned, as well as ensuring
they are thorough and challenging.

The appraisee should take an active role in identifying any competency-based, technical, professional

or other development need that will assist them in their current role and discuss these with the
appraiser at the meeting. The appraisee should think about what areas they want to improve
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on/target during the performance year.

The appraiser and appraisee will seek to agree the objectives but, if that is not possible, the appraiser
will determine the objectives. The appraisee should record their comments in writing as an appendix
to the appraisal statement including why they do not agree with the objectives set. Objectives may be
revised if circumstances change.

Where appraisee and appraiser cannot reach agreement on any matter then it will be referred to the
Head Teacher who will meet with the appraisee, consider all available evidence, and inform the
appraisee of their decision. The objectives decided at or following the appraisal meeting will form the
basis of the annual appraisal review document, which should be signed by both appraisee and
appraiser.

Members of staff should expect to have their performance observed and reviewed during the year
and will receive constructive feedback on their performance throughout the year.

Feedback on performance will highlight areas of strength as well as any areas for development, which
will normally be dealt with under the appraisal process. However, if persistent inadequacies in any
aspects of the member of staff’s performance are identified at any time that cannot be resolved
through the appraisal process, capability procedures may be considered. There is a separate policy in
place to deal with matters of capability.

Performance and development priorities will be reviewed and addressed on a regular basis
throughout the year in interim meetings, which should take place at least once a term. At the end of
the appraisal year, the annual assessment (appraisal) will take place. An overview of the priorities over
the appraisal period by the Trust will allow consistency across all schools. A sample overview of
objectives will be moderated to ensure consistency and relevance. Employees will not be named.

Review of Objectives

Before the appraisal meeting, each appraisee will engage in a self-appraisal process with reference to
relevant occupational standards, job descriptions, person specifications and the objectives set at the
beginning of the appraisal year. Self-appraisal provides an opportunity for appraisees to reflect upon
their work, to consider positive and negative aspects of it, and to identify development needs. The
appraisee should also review their job description before the appraisal meeting.

Each appraiser will similarly consider an overview of the appraisee’s performance over the year.
Appraisers should obtain a copy of the appraisee’s job description. The reviews will then be
exchanged, and a week will be allowed for the appraiser and the appraisee to assemble any necessary
evidence for the appraisal meeting.

Where the appraiser indicates that performance is unsatisfactory, they will need to be in a position to
substantiate their judgement with reference to written evidence previously shared with the member
of staff. There may also be reference to the capability process if there is insufficient development of
skills to effectively undertake the role. Any documentation should be signed by both parties and
include comments by the appraisee.

Classroom Observation

Observation is an important tool in appraisal for support staff as well as teaching staff. It can:
e Identify particular strengths of a member of staff.

o I|dentify areas for development.

e Provide useful information which can inform school improvement.
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Observations will therefore be used in appraisal of support staff where necessary and will be carried
out in a supportive fashion by appraisers who will have a good knowledge of the appraisee’s work.
Constructive feedback will be given. This will typically take place termly with an observation lasting
around 20 minutes.

The appraisee should be given two weeks’ notice of the date of the classroom observation and advised
who will undertake the observation.

The focus of the observation should be agreed with the appraisee in advance of the classroom
observation and should relate directly to (a) the objectives and development plan recorded on last
year’s [or this year’s, if there was previously no appraisal cycle in place] appraisal form; and (b) any
specific areas for future development which may result in new objectives for the coming year; or (c)
an area specifically requested by the appraisee.

The appraisee should be provided with brief feedback within 24 hours of the observation and provided
with their own copy of the completed Classroom Observation Assessment Form (Appendix A) at least
a week before the appraisal meeting.

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 gaps in experience and skills where more intense development and support may be necessary the
appraiser will meet the appraisee formally to:

e Give clear feedback about the nature and seriousness of the concerns.

e 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. This 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.

When progress against objectives is reviewed, if the appraiser is satisfied that the appraisee has made
progress, or is developing sufficiently to full undertake the role, the appraisal process will continue as
normal, with any remaining issues continuing to be addressed through that process.

Development Plan
An individual development plan should also set SMART objectives.

Development objectives may come from a variety of sources and is in line with role and grade:

Relevant Professional Standards.

6 Monthly interim review — or greater in frequency where agreed.

Review of last year’s performance.

Formal opportunities to celebrate success such as Inset, Networks.

e Sharing best practice across the Trust. Modelling and sharing methods of good practice both
within and across schools.
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e Where time allows, enabling individuals or small groups to observe practice elsewhere
encouraging learning walks and observations to stimulate professional discussion.

e Coaching and mentoring either of self or others.

e Objectives for next year (i.e. new skills to achieve the coming years targets) in line with JD or in
line with SDP.

e Accredited professional development programmes e.g. NVQ attainment.

e Appraisee’s views of areas of personal improvement and training that would enable them to
perform more effectively in their job.

o Feedback from others such as through 360 review.

e Career plans.

e Continuing professional development (CPD) and any relevant qualifications.

Development needs are a joint responsibility between appraisee and their line manager and each
party plays an active role in professional development. Some specific CPD requirements may need to
be referred to a senior manager or the Head Teacher.

With regard to the provision of continuing professional development, ‘CPD’, in the case of competing
demands on the school budget, a decision on relative priority should be taken with regard to the
extent to which (a) the CPD identified is essential for the appraisee to meet the objectives; (b) the
training and support will help the school to achieve its priorities; and (c) the appraisee’s own personal
development needs. The school’s priorities will be considered primarily, but staff should not be held
accountable for failing to make good progress towards meeting their targets where CPD support
recorded on the appraisal form has not been facilitated.

Appeals

If appraisees are not satisfied with the outcome of their appraisal, they should seek to resolve this by
discussing the matter informally with the decision-maker within ten working days of the decision. The
decision maker will provide an outline in writing of their decision within 5 working days.

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.

Monitoring and Evaluation

The Trust, in particular, the CEO/Trustees and HR Director will monitor the operation and effectiveness
of the appraisal arrangements across the Trust for support staff. An annual report will be presented
to the Trustees and shared with the Trade Unions on the appraisal process and its impact on
individuals and Trust performance, where this can be evidenced. The report should also identify the
overall development and training priorities that have been identified and the impact on staff as well
as the numbers of staff who have taken up training.

This policy will be reviewed at the beginning of the next appraisal period to ensure it is relevant and
appropriate.

Trade Union support

Your union, and in particular Union Learning Reps (ULRs), can offer support and guidance to members
in terms of identifying development needs, signposting to relevant training, both union funded
training and external, and supporting learners through the learning journey.

Best Practice Guides

To accompany this policy, best practice guides have been produced with the aim of supporting both
appraisee and appraisers to effectively engage in appraisal processes. In the guides, there are
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template review forms and scripts.

Confidentiality
Access to the written appraisal statement will normally be limited to the appraisee, the appraiser, the
Head Teacher and/or nominated member of the senior management team.

The Trust will only obtain such personal data as is necessary and relevant to the purpose for which it
was gathered and will ensure that there is a lawful basis for any processing of personal data. The
processing of data is necessary for the Trust to meets its obligations as part of the employment
relationship and to undertake its legal rights and obligations as authorised by employment or other
laws. The processing is also necessary for reasons of substantial public interest.

The Trust has Privacy Notices and GDPR policies in place to ensure compliance and enable governors
responsible for taking decisions, or making recommendations, regarding promotion, dismissal or
disciplinary matters to discharge this duty effectively.

There is likely to be quality assurance processes across the Trust to ensure consistency of practice, in
which case where possible information will be anonymised. The governing body and Head Teacher
will ensure that all written appraisal records are held only for the length of time it is needed to fulfil
operational needs or to comply with any legal requirements.
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Transform Trust Support Staff Lesson

Observation Form

Support Staff: Observer: Date and time:
Year group: Subject: Number of pupils:
Focus: Context:

www EBI

Staff comments

What support/CPD will be beneficial in order to achieve targets?
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Transform Trust Support Staff Lesson Observation Form

Focus area

Professional values and practice

Focus Area

Teaching and Learning

Attention to welfare and personal care of pupils
(including those with special educational needs)
dependent upon the needs of the pupil.

Following the teacher’s planning,
contributing to planning or planning
own role in lesson

Preparation for classroom, including organising and
managing learning activities and resources safely.

Prepare for lesson, including
organising and managing learning
activities and resources safely

Awareness and ability to respond to pupil problems
/ progress and achievement.

Questioning of pupils to establish
current knowledge level, ensure they
understand what they are to do, what
they will learn and what outcome is
expected of them.

Being aware and responding to individual pupil
needs.

Working with the teacher to manage
pupil behaviour and reporting
difficulties, mistakes and
misconceptions in accordance with
school behaviour guidelines.

Knowledge and Understanding

Keep pupils focused, engage and
help to maintain pace — Re-focus as
necessary, differentiate according to
need

Understanding of main lesson objectives and
expected outcome for targeted pupils

Encourage pupils to interact with
each other and engage with the
teacher or support staff member

Use of non-verbal communication to emphasise

Encouraging pupils to act
vocabulary. independently as appropriate
Appropriate subject knowledge and understanding Working with pupils to achieve

productive outcomes

Ability to use ICT to advance pupil’s learning

Monitoring pupils’ responses to
learning task and feeding back to the
teacher

Demonstrate a range of strategies and teaching
methods to establish a purposeful learning
environment
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Appendix 1
Policy Date | Summary of Change | Contact Version/Implementation Review Date
Date
01/09/2022 Approved as final Rachel Hannon/ | 01/09/2022 01/09/2023
Tanya Davies
'y
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