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1. INTRODUCTION

Whilst The Education (School Teachers’ Appraisal) (England) Regulations 2012 outline appraisal procedures for teaching staff in schools, the principle of support staff appraisal is not formally documented in legislation. 

Nevertheless, it is the view of ODBST that it is in everyone’s interest to ensure that all employees know what is expected from them and any performance standards that need to be met. It is also important that each employee and their manager has an opportunity to discuss how work is going on a regular basis. 

Put in this context therefore, an annual performance appraisal for support staff is one of a range of performance management tools that should be used as part of a holistic approach to managing performance.

The guidance that follows within this document highlights best practice principles identified by the Chartered Institute of Personnel and Development (CIPD) and will support schools and the central team in the process of support staff appraisal.  

Application of the Policy
This guidance is applicable to non-teaching employees working in school settings and employees in the ODBST central team. 

Consistency of Treatment and Fairness  
The Governing Body is committed to ensuring consistency of treatment and fairness and will abide by all relevant equality legislation. 

2. THE PURPOSE OF APPRAISAL

An effective appraisal process will have a number of objectives including:
· Providing feedback on performance and setting work objectives for the year ahead;
· Making sure the line manager and employee are clear about the purpose of their job; 
· Helping employees see how their job fits with the overall school aims/development plans; 
· Clarifying the skills and qualifications required for the role; 
· Supporting staff development needs;
· Helping employees progress in their job role. 

Elements of the appraisal process:
Within an effective appraisal process there are likely to be five core elements:
· Measurement: i.e. assessing performance against agreed targets and objectives, as well as behaviours and attitudes against professional values;
· Feedback: providing information to employees on their performance and progress and on what’s required to continue to perform well in the future;
· Positive reinforcement: emphasising what has been done well and offering constructive criticism about what might be improved; 
· An open exchange of views: e.g. about what has happened, how performance can be improved and the support an employee needs from their manager to achieve this, and their aspirations for their future career;
· Agreement – jointly coming to an understanding about objectives for the months ahead and how performance can be improved where required.


3. GENERAL PRINCIPLES 

An appraisal meeting should not be a ‘top down’ process or merely an opportunity for one person to ask questions and the other to reply, but should take the form of an open conversation during which a range of views can be exchanged.

Whilst appraisal meetings are an important part of the appraisal process, they are just one component of an effective performance management process that incorporates regular feedback and focuses not just on past actions, but also on future needs.

4. PREPARING FOR THE APPRAISAL MEETING

Both parties should prepare beforehand for any form of review meeting if a beneficial outcome is to be achieved. Points that managers and employees ought to consider include:

· How well the employee has performed since the last meeting and what they have achieved, with examples or other evidence;
· How successfully objectives and development plans from the last meeting have been implemented;
· Factors that have helped or hindered performance;
· How the employee has responded to challenges;
· Current learning and development and support needed;
· Potential actions that could be taken by either party to develop or improve performance;
· Potential directions the employee’s career might take;
· Potential objectives for the next review period.

Employees should also consider what they most enjoy about the job and how they might want to develop the role.  Managers should consider what feedback they would like to give.

Collating information
Whilst collating and recording information relevant to reviewing performance can be time-consuming, it is nonetheless necessary for the appraisal process to be effective.
 
As a general rule, it will be helpful in advance to gather information on the following:
· Previous objectives: whether they were achieved and, if not, the reasons why this did not happen;
· Competence: whether employees are performing below, within or above the requirements of the role;
· Behaviours: i.e. in achieving objectives and also in general terms that behaviours meet the expectations for the role; 
· Training: what training the employee has received and which training and development activities they would benefit from in the future; 
· Actions – a note of any actions that need to be carried out by the employee or the appraiser.
A model appraisal template can be found in Appendix 1.

5. THE APPRAISAL REVIEW

What a good appraisal looks like
In a constructive appraisal meeting:
· Achievement is recognised and reinforced;
· Managers listen actively to what employees say;
· There is scope for reflection and analysis;
· Performance and behaviour are analysed, not personality;
· The whole period is reviewed, not just recent or isolated events;
· Future capability and development needs are discussed;
· The meeting ends positively with agreed action plans to improve and sustain performance in the future.

What a poor appraisal looks like
A poor appraisal:
· Focuses on failures and omissions;
· Is controlled by the manager;
· Ends with disagreement between manager and employee;
· Leaves the employee feeling disengaged or demotivated by the process.

Asking the right questions
It is important therefore for managers to ask both open and probing questions that enable employees to decide how they should be answered and encourage them to talk freely. Examples include:
· How do you feel things have been going?
· How do you see the job developing?
· How do you feel about that?
· Tell me, why do you think that happened?

Probing questions dig deeper for more specific information on what happened or why. They should indicate support for the employee’s answer and encourage them to provide more information about their feelings and attitudes, while they can also be used to reflect back to the employee and check information. Examples include:
· That’s very interesting. Tell me more about …?
· Why do you say that?
· Have I got the right impression? Do you mean that ….?

Listening
To be a good listener during the review meeting, managers should:
· Concentrate on the employee and be aware of behaviour, body language and nuances that supplement what is being said;
· Respond quickly when necessary but not interrupt;
· Ask relevant questions to clarify meaning;
· Comment on points to demonstrate understanding but keep them short and not inhibit the flow of the speaker.


Giving feedback
The aim of feedback should be to help employees understand the impact of their actions and behaviour. It should be based on facts, not subjective opinion, always focusing on evidence and examples. Corrective action may be required where the feedback indicates that something has gone wrong, but wherever possible, employees should be given the opportunity to shape this and it should not be dictated. Feedback should be used positively to reinforce the good aspects and identify opportunities for further positive action, as much as to discuss weaknesses.


Feedback works best when:
· Employees are given access to readily-available information on their performance and progress;
· Feedback is related to actual events, observed behaviours or actions;
· Events are described rather than judged;
· Feedback is accompanied by questions soliciting the employee’s opinion why certain things happened;
· Employees are encouraged to come to their own conclusions about what happened and why;
· There's understanding about what went wrong and an emphasis on ‘putting things right’ rather than censuring past behaviour.

6. SETTING OBJECTIVES 

As part of the appraisal process individual job targets will be agreed between manager and an employee. The objectives should be derived from the employee’s job description and the School/Trust Development Plan. Targets may also relate to skills, behaviours or competencies required for the role or an existing development need.

Objectives should be SMART. 
· Specific: i.e. well-defined and clear, stating what they want to achieve
· Measurable: i.e. providing clarity on how close the objective is to being delivered and when it has been achieved
· Agreed upon: i.e. all stakeholders are in agreement what the goals should be
· Realistic: within the resources and time available and appropriate to the role 
· Time-bound: to be delivered by a given point in time (with milestones along the way as appropriate)

Agreed Performance Measures
A performance measure should show clearly whether a target is being met. The manager and an employee should set the measure jointly so there is an agreed understanding of what good service/performance looks like. The collection of evidence to support the measurement should be easy to collate so that it does not become an onerous or time consuming activity.

7. REVIEWS AND CHANGES MADE THROUGHOUT THE YEAR 

Progress towards achieving targets/outcomes should be discussed during regular meetings. Some targets may need to be amended to reflect a change in policies, circumstances, school priorities during the course of the year in which case the changes should be recorded.

8. STAFF EXPERIENCING DIFFICULTIES

When an employee is experiencing difficulties, support and guidance will normally be provided through the appraisal process in the first instance. Where a member of staff falls beneath the standards expected and the appraisal process has failed to bring about adequate improvements the capability policy should be invoked. 
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Appendix 1 – Performance Appraisal form

 

PERFORMANCE APPRAISAL 
Name:		Role:	
Manager:		Appraisal period:	


	Objective
	Success Measures 
	Timescale
	Mid-Year Comments
	End of Year Review Comments

	
	
	
	Employee
to be completed ahead of review meeting and submitted to line manager
	Manager
	Employee
to be completed ahead of review meeting and submitted to line manager
	Manager
	Manager
Assessment

	
	
	
	
	
	
	
	Exceeded (E), 
Met (M), 
Partially Met (PM), Not Met (NM)

	
	



	
	
	
	
	
	

	



	
	
	
	
	
	
	

	
	
	
	
	
	
	



	

	

	



	
	
	
	
	
	

			Other Key Achievements/Challenges/Comments

	Employee Comments
	Manager Comments

	






	






	Support or development required to meet objectives or to move towards professional career aspirations

	







If necessary, please review the employee’s job description to ensure it remains current.  

Please use the box below to confirm your agreement at each stage of the appraisal process.
 
	
	
Employee signature
	
Date
	
Manager signature
	
Date

	
Objectives agreed
	
	
	
	

	
Mid-year review agreed
	
	
	
	

	
End of year review agreed
	
	
	
	



Once the end of year review is complete, please use a new performance appraisal form to document objectives for the upcoming year.

Form to be retained on the employee’s file with a copy provided to the employee
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