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[bookmark: _Toc488330847]Introduction 
There is an extremely strong commitment throughout SMART to ongoing training and development for all staff to provide them with the skills and support they need to carry out their role effectively.  In research by TALIS (2008,2013), Hattie (2009) and Sutton Trust (2014), effective feedback through appraisal is strongly linked with staff self-efficacy, greater effectiveness and job satisfaction.  For classroom teachers this translates to improved quality of teaching and improved student outcomes.  This policy sets out the structures for appraisal that are used across SMART to maximise the support for staff to achieve the expected standards associated with their role together with the common expectations across the MAT to..  
Expect commitment to continuous improvement and learning; challenge all staff to 
Question the effectiveness of their practice and the validity of new ideas; provide clear Understanding of next steps within their current and aspired roles; and share learning as Inspiration from peers and the wider community to drive improvement fuelled by Positive recognition of their successes.
This policy applies to all staff employed in SMART for one term or more and incorporates the minimum standards defined for Teachers (including the Headteacher) in the ‘Education (School Teachers’ Appraisal) (England) Regulations 2012.  It also incorporates the minimum requirement to provide a capability framework for all staff in line with the ACAS Code of Practice and the relevant equality, employment protection and data protection legislation.  
  
[bookmark: _Toc488330848]The appraisal period  
The appraisal period will run for twelve months from the member of staff’s first meeting in the Autumn term. Staff who join SMART after the Autumn term with a contract of a term or longer will have a reduced cycle which begins up to half a term after their start date and runs until the following Autumn term or the end of their contract whichever is sooner.
[bookmark: _Toc488330849]Appointing appraisers  
	Group
	Who appoints 
	Who is the appraiser?

	CEO
	Trust Board
	Panel including a skilled and/or experienced external advisor appointed by the Trust Board, funded by CBU

	CBU and non-school based staff
	CEO
	CEO can delegate appointment and can include external advisors if appropriate

	Headteachers
	CEO
	Panel including the CEO, member of the Trust Board and Chair of the LGC.  LGC can also appoint an external advisor if required, funded by the school.

	All school based staff
	Headteacher
	HT responsible for signing off a document shared with all staff showing who appraises who.  Where possible, staff with greatest seniority appraise limited to 6 each


[bookmark: _Toc488330850]Expected standards
It is the aim of the Trust to provide a specific set of expected standards for each category of role. With such standards in place it is then possible for all staff to gauge their own performance against their standards and their job description and understand their personal next steps.  A copy of these standards together with the current job description and school ‘pocket guide’, will be attached to each appraisal document and these will form the starting point of any appraisal.
It is the aim of the Trust to ensure that all of these standards documents are arranged as ‘Ladders of progression’ to describe the journey from below standard expectation to outstanding in a number of steps or rungs.  These will be constructed to allow all appraisers to set objectives that:
· are in line with agreed, expected standards for the role
· are commensurate with the job description
· are a measurable and achievable next step in developing excellence
· are a realistic step for the member of staff to achieve within the normal pressures of their working year.
Where specific standards have not yet been defined by the Trust for a role, the general expected standard of our EQUIP principles for all staff as set out on our website www.smart-trust.net will apply.  The Trust will also define a more generic ‘Leadership Ladder’ and ‘Governance Ladder’ to cover these more general skill sets.
	Group
	Source of the expected standards

	CEO
	[Doc to be agreed by Trust Board]

	CBU and non-school based staff
	SMART Services contract

	Headteachers
	We will use the current DfE Headteacher standards as a reference point 

	Senior  and Middle Leaders
	Our broad expectations for leadership are set out in the ‘leadership ladders’ which align to the reformed modules of the national qualifications for middle and senior leaders.

	Teachers
	SMART Teacher standards that align to the national “Teachers’ Standards” published in July 2011.

	HLTA and TA
	SMART TA expected standards 

	Administrative and support staff
	General expectations for development are set out in the leadership ladder – more specific standards are to be agreed in consultation with each of these teams]



The expected standards of the member of staff will be referred to in recommending any training needs and in evaluation of their ability and planned progress in their current post.

[bookmark: _Toc488330851]Setting objectives  
A minimum of 3 objectives will be set for each member of staff.  The summary table below describes categories of objective.  One objective can cover multiple categories.
	Objective
	All staff
	Responsibility holders e.g. TLR

	1- Improving outcomes
	This will focus on bringing about improvements in measurable key indicators for the role.  For example, teachers may focus on improving their examination outcomes or attendance data.  ICT support staff may focus on response time to tickets.
	In addition to improvements in their own performance, those responsible for teams or TLRs should include in their objective the same or similar measures for their team.  For example a head of department or literacy co-ordinator achieving improved outcomes overall.

	2- Improving your practice
	This will directly link to the expected standards.  For example a teacher could identify their pupil’s response to feedback and then try out classroom based ideas to address this including perhaps using the STAR project.
	In addition, team leads or TLR holders should include how they aim to improve the practice across their team.  This can be the same focus as their individual aims or more generally if appropriate

	3- Contribution to whole a whole school priority
	This will contribute to one of the priorities defined in the ‘Pocket guide’ of the school development plan.  It could therefore also be about improving outcomes or practice or it could be a distributed leadership project.
	In addition, team leaders or TLR holders should be aware of how their own area of responsibility could have an impact on the whole school priority.  They may, for example suggest DL projects for all their team based on one area of focus.



All objectives, as far as is practical, must be 
· SMART (Specific, Measurable, Achievable, Realistic and Time-bound)
· Set by the Appraiser, after receiving feedback on the first draft from the appraisee
· In place as soon as possible after the start of the appraisal cycle
· Referenced to a specific document which defines the expected standards
· An achievable personal challenge which develops the member of staff
· Teacher objectives must refer to the national teaching standards and must be linked specifically to the educational outcomes of children.
Additional arrangements are in place for a number of staff including UPS holders, Headteachers and the CEO.  These cases are set out below.

[bookmark: _Toc488330852]The additional UPS objective (Upper Pay Scale – teachers only)
Teaching staff can choose to make a commitment to joining the upper pay scale.  This involves leadership and whole school responsibilities in addition to their normal roles.  In doing so, staff commit to ‘sustained and substantial annual contributions to whole school targets’.
For convenience, we have amalgamated the UPS and Appraisal processes so that UPS staff can evidence their sustained and substantial annual contribution on the same appraisal form and in the same cycle simply by adding a fourth objective.
UPS1 staff can, after two years of sustained and substantial contribution, apply for a greater level of commitment called UPS2 and similarly after two years at this level of sustained and more substantial contribution choose to apply for UPS3.
Staff who apply should be aware that minimum and expected standards are higher for UPS 1,2 and 3 and staff failing to maintain this commitment will be deemed to have not met minimum standards (see the section on transition to the staff capability procedures).   
	Level
	Teaching 
	TA
	HLTA
	NQT
	M1
	M2
	M3
	M4
	M5
	M6
	UPS1
	UPS2
	UPS3
	LS

	
	Non-Teaching 
	<D
	D
	E
	F
	G
	H/I
	J/K
	L/M
	N

	1. Self-led reliability
	
	
	
	
	
	
	
	
	
	
	
	
	

	2. Reliable team role
	
	
	
	
	
	
	
	
	
	
	
	
	

	3. Develops own ideas
	
	
	
	
	
	
	
	
	
	
	
	
	

	4. Delegates to others
	
	
	
	
	
	
	
	
	
	
	
	
	

	5. Leading change
	
	
	
	
	
	
	
	
	
	
	
	
	

	6. Advises mixed teams
	
	
	
	
	
	
	
	
	
	
	
	
	

	7. Leads bid teams
	
	
	
	
	
	
	
	
	
	
	
	
	

	8. Whole school change
	
	
	
	
	
	
	
	
	
	
	
	
	

	9. Evaluation/MAT change
	
	
	
	
	
	
	
	
	
	
	
	
	

	10. System leadership
	
	
	
	
	
	
	
	
	
	
	
	
	


Key: Green = beyond expectation,  Brown = expectation,  Light brown = minimum expectation, red = below the minimum expected standard
For example, a UPS1 teacher leading a whole school change would be outstanding but for Leadership spine this would be expected practice
The leadership ladder is defined in more detail in the standards document.  Links to non teaching grading is approximate.


[bookmark: _Toc488330853]Headteacher and CEO objectives
· Headteacher objectives will be set by the CEO in consultation with the LGC, Trust Board and any SIP or external advisors requested by the LGC.
· CEO objectives will be set by the Trust Board in consultation with a MAT improvement professional acting as an external advisor appointed by the Trust Board.

[bookmark: _Toc488330854]The process of converting objectives to successful outcomes. 
Once the objectives have been set, the dialogue will switch to ‘how these objectives will be met’.  At least every half term throughout the year, the appraisee will return to these objectives and add to their appraisal document.  This may be to simply record an event having taken place or could be following a discussion with the appraiser.  Examples of what can be recorded appear in the ‘feedback’ section later in this policy.
No comments or changes made to the appraisal form are ever deleted, it is a working document that by the end of the year will tell the story of successes and failures.  The objectives don’t change but all good appraisers know that members of staff will often need to try a number of strategies that may not work before they hit the one that does. An objective can still be marked as achieved if it is clear that everything reasonable and possible was attempted along the way.
Setting good strategies
One of the reasons for setting the objectives and providing staff with the flexibility to devise and use their own strategies, is to encourage greater diversity and ownership of ideas and solutions.  Staff therefore, have access to a wide range of strategies to help them including:
· Using their annual STAR project as part of the appraisal.  If, for example a teacher wanted to narrow the PP gap in their class, they could choose PP sessions on the annual SMART day and then join a star team focussed on this. Given that all staff must take part in a STAR team this doubles up.
· Using their annual Distributed Leadership task for something that contributes to improved outcomes or as the whole school objective is once again doubling up.
· Discussion with peers or asking for their feedback at regular planned intervals is a good way of helping to evaluate if strategies are working.
· Such sources of information as Twitter, Facebook and Pinterest often offer good ideas and suggested strategies.
· Making contact with their counterparts in the MAT and similar connections in other schools.  Such networks are a really valuable source of ideas.
· We can all tap into the gold mine of creative ideas from pupils
Feedback
It is critical that regular feedback is given to enable the member of staff to make most progress towards meeting their objectives.  This can come from appraisers, mentors, peers or any individual qualified to provide valuable advice as to further progress.
All staff can expect to receive at least one piece of written feedback relating to at least one of their objectives per term:  The ‘First Appraisal meeting’ in the Autumn, the ‘Mid year review’ in the Spring and distributed leadership evaluation in the summer.  
As teaching is the core focus of our schools, teaching staff can expect to receive at least one piece of written feedback each half term.  The three listed above plus at least one formal lesson observation and two further which could include
· Written comments and debrief following a direct observation (30-60 minutes)
· Written comments following a ‘drop-in’ or learning walk (10-20 minutes) 
· Cards or emails from staff or students
· Standardised test and examination results internal or external
· Certificates for training completed or letters/ emails recognising contribution
· Peer reviews
· 360 degree reviews such as those online that allow anonymous feedback
· Customer satisfaction surveys or supplier feedback
· Mid-year and final review of the member of staff by the appraiser
Evidence and ongoing discussion will be included in the appraisal document as a dialogue or ‘living document’ covering the year.  
It is essential that feedback is felt to be genuinely useful and specific enough to both challenge and recognise achievement.  Members of staff should be encouraged to speak out if this is not the case.  Senior leaders should actively monitor that this is the case and ensure appropriate training is given to appraisers and members of staff to ensure the dialogue is as useful as possible.
Teaching staff can expect at least one formal observation of their teaching of between 30 and 60 minutes a year, carried out by a professional with QTS who has the skill required to give actionable feedback  in a supportive fashion using a standardised form. Written feedback and debrief should, where possible, be within five days. 
All staff can expect to have any aspect of their role and responsibilities included in any number of ‘drop in’ visits of between ten and twenty minutes which are conducted always in a supportive fashion in order to provide useful, constructive and actionable feedback to those involved.  These assist in checking high standards of professional performance are established maintained.

[bookmark: _Toc488330855]Annual evaluation and appraisal report 
This annual evaluation is the end point to the appraisal process. The following table summarises the timescale and responsibilities within this process.  Other than the Headteacher, Appraiser, Administrator and CEO, access to the report must be authorised in writing by the Headteacher.  Objectives are confidential to the appraisee, appraiser, headteacher and CEO.  (Governors role is to oversee the process, not be involved in the detail)
	Who
	Responsibility
	By when?

	
The Member of Staff
 (Appraisee)
	· Provide the completed appraisal forms and evidence for the process to their appraiser.  
· Respond quickly to any requests for further evidence.
	Teachers = First week in September

Non Teachers = First week in November

	
The Appraiser
	· Set up a meeting with the member of staff
· Receive the evidence and report from the member of staff and request more evidence if appropriate.
· Consider ONLY the evidence provided to provide a clear statement if each objective is ‘Achieved’, ‘Partly Achieved’ or ‘Not Achieved’ and why.
· Recommend if pay increments could apply.
· Pass the completed copy to the Headteacher (or CEO for Headteachers and CBU staff)
	
Teachers – all completed by last working day of September.

Non Teachers – all completed by Last working day of November.

	The Headteacher
	· Check agreement with the appraiser.
· Request further evidence if appropriate
· Choose a moderation sample of staff just achieved and just not achieved for discussion with CEO
· Arrange an authorised administrator to collate
	2 weeks after deadline for appraisers to pass to Headteacher

	Authorised Administrator
	· Compile the KPI data including number who have passed overall, achieved against each objective, times returned for additional evidence, etc
· Extract the suggested training needs for all staff
· Files will be retained securely for 6 years
	One week prior to the next TB Remuneration Committee

	CEO
	· Arrange Appraisal meetings and moderation meetings with Headteachers
· Act as the appraiser in these meetings
· Moderate samples from each Headteacher to prepare a report to the remuneration committee
	One week prior to the next TB Remuneration Committee

	Trust Board Panel
	· Arrange the appraisal meeting and act as the appraiser for the CEO.
	



[bookmark: _Toc488330856]Evidence which should be included
It is the policy of SMART that all evidence of professional development and achievement should be compiled in the annual evaluation.  In a successful school there will be an understanding that all staff will have both projects that have worked and those that have not.  The MAT is keen to ensure that staff feel comfortable taking risks and trying new ideas, safe in the knowledge that such approaches are seen favourably.  Having said this, it will take time to develop such open practice with all staff and so in order to recognise this, the Trust has kept the list of essential non-negotiable pieces of evidence to a minimum in the hope that staff will feel able to work towards including all of their evidence from each year.
The following evidence must be included in the final annual evaluation from the perspective of the MAT.  Your school may add additional non-negotiables to this list as this would be in line with the general view that all material will, in the long term, be included.
All staff:
· The completed appraisal form (Statutory for Teachers)
· Any written feedback that has been given by the appraiser during the year
· At least one piece of evidence in support of each objective 
· Any evidence of engagement with the STAR process after the SMART day
· Any evidence of engagement with a Distributed Leadership project
· An attached copy of the job description and expected standards
· Signed confirmation of involvement in the process and chance to contribute
In addition to this, all Teachers:
· [bookmark: _GoBack]A copy of the 30-60 minute direct lesson observation and feedback (Statutory)
· Outcomes data from any examination groups taught in the year including shared groups
In addition to this, all UPS teachers
· Evidence of sustained and significant contribution to whole school priorities commensurate with the current position on the UPS scale.  Rather than a separate file, this can be included as the evidence for objective 4.
Optional further evidence
· STAR reports and outcomes
· Distributed leadership outcomes



[bookmark: _Toc488330857]Consequences of insufficient progress against objectives
For most members of staff there will be some form of formal review within a term of the objectives having been set (within half a term for teachers).  If it is clear in this review that the member of staff is not making sufficient progress towards their objectives then the appraiser can take one of the following options
1. Review the objectives to consider if they were appropriate.  Discuss this with the Headteacher to arrange for them to be reduced or changed.
2. Set intermediate objectives for the next review.
3. Provide an extension due to circumstances such as staff absence etc.
When progress is reviewed again, if the appraiser is satisfied the member of staff has made, or is making, sufficient improvement, the appraisal process will continue as normal, with any remaining issues continuing to be addressed though that process.  If not then:
1. The appraiser will arrange a meeting with the member of staff in a confidential space
· The appraiser will formally document the meeting and provide the member of staff with a copy.  
· Any serious concerns will be clearly stated together with implications and process if no, or insufficient improvement is made.
· The member of staff will have the opportunity to comment and discuss the concerns in writing; 
· 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 and/or objectives.  This is usually half a term 

If the Appraiser feels that insufficient progress is still being made then they will discuss their concerns with their Headteacher who will advise if the member of staff should pause the appraisal process and be transferred to the capability procedure.  This process appears in a separate policy and provides a focus on much more support to help bring about improvements.  Please refer to this policy for the next step in this process.
Following the capability procedure, the member of staff will either return to the appraisal process or face possible dismissal.
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