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1. Introduction 

1.1. All activities undertaken, from managing estates to teaching in the classroom, are in place 
to ensure that we provide the very best learning conditions for our young people, and 
working conditions for our staff.   

1.2. The overarching aim is for all quality assurance and performance appraisal activities to 
ultimately have a positive impact upon the delivery, support and enabling of quality first 
teaching.   

1.3. Within our trust, we are passionate about our people and through provision of support, 
development and opportunity, we aim to be an employer of choice.  

1.4. All staff, Local Governing Bodies and the Trust Board will work together to deliver a high 
quality educational experience, by engaging in quality assurance, providing constructive 
challenge, and championing the trust’s vision and values in all policies and work practices. 

1.5. The trust is committed to promoting equality and diversity in its policies, procedures and 
guidelines along with delivery of high quality teaching and services that meet the diverse 
needs of students and workforce, ensuring that no individual or group are disadvantaged. 

2. Purpose & Scope 
2.1. The purpose of this document is to provide employees with information about how quality 

assurance is conducted in our schools and guidance relating to performance appraisal 
expectations and processes.  

2.2. This policy applies to teaching and support colleagues employed within our trust except 
those undergoing specific induction programmes where performance and progress is 
measured separately, for example, Early Careers Teachers. 

2.3. Colleagues who are on zero hours contracts e.g. invigilators, supply teachers, relief workers 
are required to demonstrate the associated level of performance related to their role.  
Should quality assurance processes reveal they are not appropriately skilled or 
experienced, this should be brought to the attention of the line manager who will, in 
conjunction with HR colleagues, determine an appropriate way forward. 

3. Review & Associated Policies  

3.1. Amendments during the summer of 2024 may be required to reflect changing legislation, 
however, this policy has been agreed in principle to apply from the 1st September 2024 and 
will be reviewed once again at the first Trust Board of the year. 

3.2. This policy will be reviewed every three years by the Trust Board. 

3.3. It sets out the framework for a clear and consistent assessment of the overall performance 
of all employees against any relevant standards, including: 

 Teacher Standards 

 Post Threshold Standards 

 CFO Standards 

 Headteacher Standards 

 CEO Standards 

 Job Descriptions, Job Briefs and Job Specifications 

3.4. Although not legally bound by it, we are mindful of the following associated guidance: 

 DfE Teacher Appraisal Guidance – July 2024 

 Education (School Teachers’ Appraisal) (England) Regulations 2012 (the Appraisal 
Regulations). 

3.5. This document is part of a suite of policies that collectively describe the employee journey 
within our trust. 
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4. Principles 

4.1. It is our aim that all young people within our schools receive quality first teaching.   

4.2. In order to ensure this is secure, quality assurance processes will be in place. 

4.3. This will be a supportive and developmental process designed to ensure that, through 
professional dialogue training and coaching, all employees have the skills and support they 
need to carry out their role effectively.   

4.4. It is expected that all trust employees will actively engage in the process so as to ensure 
that they are able to continue to improve their professional practice and to develop in their 
roles.   

4.5. The Trust Board is committed to ensuring consistency of treatment and fairness in the 
operation of the performance appraisal process.   

5. The Quality Assurance Cycle 
5.1. Quality assurance within our workplaces takes many forms including: 

 Drop ins 

 Data analysis 

 Work scrutiny 

 SLT link discussions 

 Subject, Department, Faculty Leader discussions 

 Workstream Leader/Deputy reviews 

 Site/Learning walks 

 Audits and inspections 

5.2. Quality assurance, and therefore performance appraisal, is an ongoing process with an 
annual cycle.  Each school and workstream will publish their own cycle of QA activities.  

6. Process Timelines 

6.1. The timeframe of when initial performance appraisal discussions take place, and therefore 
when goals are set, is flexible, however, line managers should be mindful of aligning with 
relevant development plans and ensuring colleagues have sufficient time to achieve the 
anticipated outcome.  As an example: 

 Exams Officers/Data Managers might set their goals with dates staggered according 
to milestones of system changes/set up, census returns, exam/mock exam activities 
or coursework deadlines. 

 A teaching faculty might set their goals with dates staggered during the year to match 
implementation of a new element of curriculum, QA reporting points or publication of 
exam/mock results. 

 SLT/ELT might set their goals aligned to specific projects within the trust or school 
development plan, phased over the life of the plan. 

 Teaching Assistants might set goals aligned to specific children they are supporting 
and their reviews, or the planned introduction of new curriculum materials, 
monitoring the impact of new intervention programmes. 

 Estates and IT workstreams might set their goals according to Estate Management 
Plan and maintenance works, or grant awards, and aim for staggered completion in 
October, April and August - when major works are usually completed. 

 Finance, HR and Governance workstreams might set goals with dates staggered to 
match specific government returns or deadlines. 

6.2. Employees 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.   
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7. Performance Appraisal Process Overview 

7.1. The following diagram depicts the annual performance appraisal process. 
 

 
 

Activity Details 

CPLD 
Selection 

Employee – select personal development item(s) for discussion with Line 
Manager.  All employees are required to demonstrate CPLD. 
[Emp: Record activity in Every Training Module/update when complete] 

Goal Setting Employee & Line Manager – goal setting for individual need/alignment to 
relevant plan.  Two personal development goals are sufficient for most 
colleagues, there will be three for SLT/ELT.  At least one should show how the 
individual contributes to the relevant development plan(s).  
Goals set will be Specific, Measurable, Achievable, Realistic and Time-bound 
and will be appropriate to the employee’s role, level of experience and career 
stage. 
[Emp: Record goals against individual entries in Every Training Module] 
NB If a whole department/school/trust goal is required, this is additional to the 
above. 

Dialogue Employee & Line Manager 1-2-1 time should include health/wellbeing 
discussion, workload review and/or discussion of any work areas where 
assistance is required, and a review of goals.  It should be adapted to meet 
the context and needs of the individual; this could be a brief catch up or longer 
meeting according to need.  Intended to occur as a minimum 3 times per 
year/once per big terms. 
[Emp: Records agreed bullet point discussion/date in notes of goal entries 
within the Every Training Module] 

Career 
Conversation 

All employees will have a career conversation in year 1, subsequently this is 
upon request until year 4 when the cycle begins once again.  This is not time 
sensitive within the academic year. 
[Emp: Record within the notes field of the activity Every Training Module.] 
[CPLD Lead: Records details to inform training programme & succession 
planning] 

Personal 
Coaching 

Employees can request personal coaching, this is entirely optional.  
Employees should identify the aspect they wish to explore and, if appropriate, 
the individual or job role/experience of the coach.  
[Emp: Record within the notes field of the activity Every Training Module.] 
[CPLD Lead: Records details within the notes field of Every Training Module] 

CPLD 
Selection

Career 
Conversation

Personal 
Coaching

Goal Setting 

Professional 
Dialogue 

Goal 
Achievement 



Employee Journey Suite – Quality Assurance and Performance Appraisal.  Approved 10 December 2024          5 

Goal 
Achievement 

 

Employee & Line Manager – goal & CPLD review. Refer to QA activities and 
examples of feedback as per Appx C. 
[Emp: Records outcome within notes field of the activity/date] 

 
7.2. Where employees have multiple roles, the higher full time equivalent (FTE) will own the 

performance appraisal process, however, collaboration between line managers should take 
place to capture input and feedback.  This will include the line manager’s reflection and 
sharing of any relevant feedback relating to the QA process. 
 

7.3. This diagram demonstrates how threads should weave through development plans and link 
into the trust plan which represents the organisations strategic direction and vision. 
 
 
 

 
 
 
 
 

7.4. This diagram represents the range of other policies linked to this process. 

  

Trust Development 
Plan

School/Workstream 
Development Plan

Department 
Development Plans

Quality Assurance

Employee 
Performance -

Individual Goals

Safer 
Recruitment

Induction

Quality 
Assurance & 
Performance 

Appraisal

Personal 
Development 

& 
Progression

Capability Disciplinary Grievance

Teaching Example: 

Trust Vision Objective 

2: Aiming for Excellence 

School: Quality first 

teaching, curriculum 

sequencing and impact, 

outcomes 

Department/Faculty: 

Curriculum review/ 

development, student 

tracking, progress 

QA: Progress, 

attainment, drop ins, 

work scrutiny 

Employee: Subject 

knowledge, pedagogy, 

CPLD, delivery 

 

 

 

Catering Example: 

Trust Vision Objective 

3: Flourish & Succeed 

Workstream:  Gold 

Standard menus 

achieved trust wide, 

project: in-house 

primary meals 

QA: all meal service on 

time, high standards of 

food, presentation and 

customer service, EHO 

visits, stakeholder 

feedback. 

Employee: Food 

preparation knowledge, 

food hygiene, allergens, 

CPLD, delivery 
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7.5. This table represents the link between QA activities and the range of plans in place across 

the trust, thereby reflecting this is a holistic and joined up process. 
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Line Manager Discussions      

Drop Ins / Site Walks      

Data Drops      

Work Scrutiny      

CPLD      

Peer Support/Coaching      

Career Conversation      

SLT Link Meetings      

CEO/Governance Visits & Drop Ins      

QA Cycles      

Head of Dept, Faculty, Workstream Discussions      

Audits/Inspections      

 

8. Probationary Periods 
8.1. New employees, and workers on zero hour contracts, are subject to a probationary period 

of 6 months.  During this period the Headteacher/CFO/CEO is expected to monitor their 
performance at the 3 month and 6 month period, however, this may be delegated to the 
direct line manager.  Performance is monitored against the short term goals set in 
accordance with our Personal Development Policy and any relevant standards. 

8.2. Progress within the probationary period must be recorded within the personnel system, the 
duration can be extended in some circumstances.  Input confirming successful completion 
will trigger the appropriate letter to confirm appointment to the post.  Conversely, where 
performance standards are not being met, support must be sought from HR colleagues at 
the three month stage or earlier.  Should this be the case during the entire probationary 
period, the contract can be terminated.  All letters should be issued by HR colleagues and 
will be uploaded to Every. 

9. Development & Support 

9.1. Quality assurance and performance appraisal should be a supportive process and is 
complemented by the Induction and Personal Development Policy. 

9.2. Employees are expected to familiarise themselves with all relevant documentation including 
department, school, workstream and trust development plans, and to actively engage with 
the relevant quality assurance programmes.  

9.3. Where an employee is experiencing difficulties, the process of Informal Support should be 
followed as detailed within our Capability Policy. 

10. Drop Ins 
10.1. Drop ins are a routine part of quality assurance, within teaching, they replace the 

historic need for lesson observations because they demonstrate typicality.  
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10.2. All newly appointed employees who teach will be visited via drop ins on two separate 
occasions within their first six weeks of employment; once by their Head of Department and 
once by the Headteacher/a member of the Senior Leadership Team. 

10.3. Drop ins may be carried out by colleagues as part of school line management and 
oversight, other colleagues may accompany them for training purposes.  Headteachers, 
members of SLT or other leaders with responsibility for learning and teaching standards 
may ‘drop in’ to lessons to evaluate the standards of teaching and learning and to ensure 
that high standards of professional performance are established and maintained.  

10.4. Drop ins to workstream activities may be carried out by colleagues as part of school 
line management and oversight, other colleagues may accompany them for training 
purposes.  These activities are to ensure that high standards of performance are 
established and maintained.  

10.5. The length and frequency, and the notice to be given, will vary depending on specific 
circumstances.  Classroom based employees will be informed in advance of drop ins which 
form part of the quality assurance schedule, however, other drop ins may be a no notice 
visit to a lesson which lasts no more than 20 minutes, or to a workstream activity. 

10.6. It is not expected that written feedback will be provided following drop ins, however, 
personal feedback may be appropriate where arrangements are part of CPLD requests or 
where performance concerns exist. 

10.7. Data will be collated to demonstrate effectiveness regarding the quality of teaching, 
support and workstream standards. 

10.8. The number and duration of drop ins will be in accordance with the trust’s protocol 
(see Appendix B), which includes provision for exceptional circumstances where an 
individual requests additional drop ins or where concerns have been raised about an 
individual’s performance. 

10.9. For the purpose of professional development, any feedback about drop ins should be 
developmental.  The findings of each drop in may be used for other management 
requirements (for example subject area/workstream reviews), thereby seeking to minimise 
the total number of occasions on which employees are seen.  

11. Reviewing Performance 

11.1. Our aim is for all employees to have conversations about performance as an organic 
part of their work – focusing on high quality performance in the future rather than evaluating 
the past (for example, problem solving, goal setting and coaching for improved performance 
rather than emphasis on formal written reflections of the past or cumbersome record 
keeping).   

11.2. Performance appraisal of colleagues will usually be undertaken by their line manager, 
where there is a deputy/second in department/faculty, allocation of staff for performance 
appraisal will take place by the line manager.   

11.3. Where line managers feel numbers within department or team make this 
unsustainable they should discuss this with the Headteacher for school based teaching and 
learning colleagues, the CFO for workstreams and the CEO for executive leaders.  There 
may be occasions when employees with a suitable role and experience are asked to 
support colleagues in such circumstances.   

11.4. In assessing the performance of the Headteacher, the CEO will consult with the Chair 
of the Local Governing Body.  Performance appraisal of the CEO will be undertaken by a 
panel of three Trustees, including the Chair of Trust Board. 

11.5. Teachers (including the Headteacher) whose posts have responsibilities outside the 
classroom should also expect to have their performance of those responsibilities assessed. 
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12. Monitoring & Evaluation 

12.1. Reports will be available to Line Managers, Headteachers, the CFO and CEO 
monthly, and at the end of each term, to show activities undertaken and highlight where 
any goals have not been set/no CPLD activities have been recorded, and the completion 
status of any goals/courses.  The Headteacher and CFO/CEO will monitor the quality of 
goals set for their school and workstreams.   

12.2. An annual employee feedback questionnaire will be issued to all employees by HR 
and collated centrally at the end of Term 1. 

12.3. The Trust Board will monitor the operation and effectiveness of the policy through 
discussion with the CEO.  The CEO will meet with Headteachers and the CFO regularly, 
discussion will include staffing performance and any concerns.  The CEO will report on 
staffing performance within their report to the Trust Board.  The Trust Board will, nominate 
some Trustees to conduct an annual quality sampling of goals set for workstream 
colleagues’ appraisal records during term 3 of 6.   

12.4. Local Governing Bodies will monitor the operation and effectiveness of the policy 
through discussion with the Headteachers and annual quality sampling of goals set for 
teaching and learning colleagues’ appraisal records during term 3 of 6.  The Headteachers 
will report on staffing performance within their report to the Local Governing Body. 

13. Dispute Resolution 

13.1. If any disagreement about matching appraisers and appraisees should arise, the final 
decision rests with the Headteacher for school based teaching and learning colleagues, 
and to the CFO for workstream colleagues. 

13.2. Should an employee and line manager disagree about the goals to be set or their 
achievement, this will be escalated to the Headteacher for school based teaching and 
learning colleagues, and to the CFO for workstream colleagues. 

13.3. In the event that the Headteacher or CFO are the line manager, escalation will be to the 
CEO. 

13.4. Should the CEO be the line manager, escalation will be to the Chair of Trust Board. 
13.5. In each escalation detailed above, the decision will be final. 

14. Record Keeping 

14.1. All records relating to performance appraisal will be retained securely within 
personnel files whilst an individual is employed.  When an individual becomes a leaver, 
their employee record is retained in line with trust’s Retention and Destruction Schedule. 
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APPENDIX A: POST THRESHOLD STANDARDS 

This appendix demonstrates the standards expected of those teachers who are on the upper pay 
scale: 
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For reference, standards documents can be downloaded here: 

 Teaching Assistant Standards  

 Teachers’ Standards  

 CFO Standards  

 Headteacher Standards  

 CEO Standards  

 

  

https://assets.publishing.service.gov.uk/media/5a7cb032e5274a38e575625e/NOS-SUPPORT_for_supporting_teaching_learning.pdf
https://www.gov.uk/government/publications/teachers-standards
file:///C:/Users/sjamess/Downloads/Role%20of%20CFO%20in%20Academies%20(2).pdf
https://www.gov.uk/government/publications/national-standards-of-excellence-for-headteachers/headteachers-standards-2020
https://assets.publishing.service.gov.uk/media/64ff30a657278000142518db/MAT_leadership_development_-_CEO_content_framework.pdf
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APPENDIX B: DROP IN PROTOCOL 

 

The Trust Board is committed to ensuring that drop ins are developmental and supportive, and that 
those involved in the process will: 

 

 carry out the role with professionalism, integrity and courtesy; 

 evaluate objectively; 

 report accurately and fairly; 

 respect the confidentiality of the information gained. 

 

An employee’s performance will be assessed through drop ins on an appropriate and reasonable 
number of occasions and will, as far as possible, be agreed in advance based on the individual 
circumstances of the employee, the QA process and the overall needs of the school and of the 
trust.  The amount of drop ins will be proportionate to need, anyone with concerns about the 
regularity can speak to their line manager, a senior manager or HR.  Findings based upon drop ins 
can be used for a variety of different purposes including personal development, performance 
appraisal and to inform the QA/monitoring process/self-evaluation.   

The arrangements for drop ins must be included in the quality assurance programme and should 
have a clear and agreed focus.   

Where evidence emerges during the cycle that gives cause for concern about an employee’s 
performance, additional drop ins may be arranged subject to a meeting being held. 

It is not expected that written feedback will be provided following drop ins, however, this may be 
appropriate where arrangements are part of CPLD or where performance concerns exist. 

 

  



Employee Journey Suite – Quality Assurance and Performance Appraisal.  Approved 10 December 2024          12 

APPENDIX C: EXAMPLES OF FEEDBACK  

 

Colleagues may wish to refer to the information below and share positive feedback to exemplify 
development, good practice or praise.  This is an important part of celebrating success, 
however, is not required as an evidence base for pay progression. 

 

 Drop in feedback 

 Comments or feedback from:   parents or carers 

students or employees 

external consultants / advisors / inspectors / auditors 

visitors to the school such as the CEO, Trustees, Governors 

examination boards 

 External reports, quality assurance visits, Pupil Premium Reviews, Ofsted etc 

 Students outcomes / results – individuals, classes, cohorts, groups etc 

 Student progress data – individuals, classes, cohorts, groups etc 

 Qualifications or module results or completed online courses 

 Data such as attendance, rewards, behaviour, accidents, H&S, meal take up etc 

 Feedback from course attendees if you’ve run a CPLD event 

 Documents that you have written or contributed to e.g. policies, schemes of work 

 Uptake of new courses, menu options, etc 

 Engagement in/completion of school or trust wide projects 

 Feedback from or attendance at events you have organised 

 

**This is not an exhaustive list** 

 

 

Line Managers should acknowledge and celebrate the success of their colleague, this may be via 
sharing the information onward to their SLT or the ELT, using the detail to demonstrate good 
practice (with the agreement of their colleague if they are to be mentioned) and/or congratulating 
their colleague in writing.  

 


