Extract from “Performance Management Guidance: 3. Guidance for Governors”.

Welsh Assembly Government May 2002

Section 3: Performance Management of Headteachers

24. As indicated earlier, the Governing Body is responsible for setting performance objectives for, and monitoring and reviewing the performance of the headteacher through appointed appraisers and with the help of an external adviser.

25. The Governing Body must appoint two or three governors to act as appraisers for the head. Where a school has a religious character, or is a voluntary aided school which does not have a religious character, at least one of the governors appointed must be a foundation governor.  However, the Governing Body must not appoint any governor who is a teacher or other staff member to act as an appraiser.

26. It is very important that the Governing Body selects the governors who are best equipped to carry out the appraisal of the headteacher.  Without proper consideration, the appraisal process could fall down at the first hurdle.

27. The Governing Body should consider the attributes of a good appraiser and which governors are best to meet these.  Attributes the Governing Body may consider include:

· good communication skills

· good interpersonal skills

· good information seeking analytical skills

· good working relationship with the headteacher, including his/her trust and respect

· good understanding of the headteacher’s job

· sufficient time to carry out their role as appraiser and to do justice to the process

Appointing the External Adviser 

28. The Governing Body must appoint and External Adviser to assist the appraisers.  The adviser is a nationally trained expert who will advise and support the Governing Body on reviewing the headteacher’s performance.  The local education authorities consortia will allocate an External Adviser to the school from a regional list of trained advisers.  Each school will be able to receive one day’s advisory service (maximum of 8 hours); the Welsh Assembly Government will be funding local education authorities to meet the costs of the consultants for 2002-03 (a separate announcement will be made about future funding).  Within the 8 hours the adviser will need time to prepare for the visit and to carry out any post-visit action on behalf of the Governing Body.  Time in the school is likely to be in the order of 4 hours.

29. Governing Bodies must involve the adviser in all stages of the performance management process but may choose to use their adviser in different ways.  The adviser can help the governors on setting objectives, prepare for the review, conduct the review, and if required draft the review statement in the light of the review meeting.  The status of the adviser’s input is exactly that – advice.  Decisions are a matter for the Governing Body.

Agreeing the Headteacher’s Objectives

30. An objective is a statement of desired outcomes against which progress may be monitored and success judged.  Without clear objectives headteachers will not know what is expected of them, are not able to judge their progress and will not know when they have delivered the required results.

31. The starting point for agreeing objectives should be a clear job description.  The next step is to discuss the headteacher’s priorities, the needs of the pupils and personal priorities and to agree specific objectives for the coming year.  This should be done at a meeting between all the appraisers, the External Adviser and the Headteacher.  In agreeing objectives, the following could be taken into account:

· priorities identified in the school development plan and the ethos and mission statement

· priorities identified from Key Stage Results and Benchmarking information

· the headteacher’s own professional opinion about priorities for the school and personal development needs

· any resource implications relating to objectives

32. Objectives should include, at least, one objective relating to school leadership and management and one to pupil progress.  There is no statutory requirement for the number of objectives to be agreed but best practice indicates that at least three but no more than five or six is appropriate.

33. Objectives need to be clear and concise.  They should be challenging – neither too comforting nor dauntingly unrealistic.  Where they span more than one year it will be helpful to identify milestones for the annual review stage.  Where agreement cannot be reached between the headteacher and the appraisers on objectives, the appraisers should set and record the objectives and the headteacher can add comments in writing.  Objectives can be revised at any time during the performance management cycle where the headteacher and all the appraisers agree, and changing circumstances may make this necessary from time to time.

34. Governors must decide the exact timing of the performance review cycle for the headteacher.  The performance management system must operate on a continuous one-year cycle, except for the first year when the length can be different.  For the first year performance management cycle the Governing Body has a responsibility to ensure that objectives have been agreed or set for the headteacher by 31st January 2003.  Having set objectives by the statutory deadlines, schools have the option of setting the length of the cycle: it can be a period other than a year – the only requirements are that it cannot end earlier than 30th November 2003 and no later than 31st October 2004.  The school needs to consider the workload implications and how the cycle will fit best with the school’s other planning arrangements.

35. Further guidance on this subject can be found in the Performance Management Guidance 4 – Setting Objectives.

Monitoring the Headteacher’s Performance

36. Performance Management will be most effective when progress is kept under review during the year.  At the initial planning meeting, in addition to objectives being set, the headteacher will discuss and agree procedures with the appraisers for monitoring the headteacher’s performance against the objectives.  If procedures cannot be jointly agree, the appraisers will have the final decision and will set and record the procedures to be used.

37. The appraisers should agree with the headteacher at the outset what types of information would be helpful, and when in-year discussions might take place.  Monitoring progress throughout the year will allow objectives to be adjusted in the light of any changing circumstances.  The appraisers may wish to seek advice from the adviser to help them do this.

Reviewing the Headteacher’s Performance 

38. A review meeting must be held by the headteacher, the appraisers and the External Adviser at the end of each performance management cycle.  This must review the headteacher’s achievements and identify any aspects in which further progress would be desirable; assess the extent to which he or she has met the recorded objectives; and identify any development needs and ways of meeting these.  The headteacher must be given 10 school days’ notice in writing of the date of the review meeting.  The annual review meeting can be combined with agreeing objectives for the following performance management cycle.

39. The headteacher may wish to consider providing a self-evaluation of his/her own performance against any previously set objectives.  This should be submitted to the appraisers at least 5 school days before the review meeting.  This self-evaluation could additionally cover the benefits of any training undertaken or feedback given and particulars of any training that the headteacher considers would be beneficial, and any factors that he or she considers affected his or her performance against the set objectives.

40. The procedure for the performance review of the headteacher could encompass the following:

· Prior to the review meeting the headteacher provides relevant background documents for the Governing Body to send to the appraisers and adviser.  In addition to material covered at paragraph 39, these could include the following:

· post ESTYN inspection action plan

· school development plan and the ethos and mission statement

· in-year evidence collated by the headteacher

· Key Stage Results and Benchmarking information

· details of previously set objectives for the headteacher

· any further in-year monitoring information previously requested by the Governing Body

· The adviser reviews the information and provides preliminary written advice to the appraisers and the headteacher regarding the areas on which the review may focus.

· On the day of the adviser’s visit, the headteacher has the opportunity to meet him or her prior to the review meeting.  The adviser and the appraisers will then meet to discuss the handling of the review meeting.

· The review meeting takes place between the appraisers, adviser and the headteacher.  The meeting should cover the overall performance of the headteacher during the year, including achievements against set objectives.  Any self-evaluation completed by the headteacher and any other information provided by him or her should be considered.  Professional development needs and activities should also be discussed, and the review meeting may be combined with a discussion to agree new objectives for the next cycle.

41.  Following the review meeting, the appraisers must prepare a written statement recording the main points made by all parties at the review and the conclusions reached.  The statement should be concise and provide a sound basis for future objectives and review.  The review statement must include any identified development needs and activities (and ways of meeting these identified at the review) recorded in a separate annex to the review statement.  It is recommended that the headteacher’s self-evaluation form is included also.  A copy of the statement must be given to the headteacher within 10 school days of the review meeting.  The headteacher has the opportunity to add comments to the written statement, within 10 school days of receiving a copy.  The headteacher is also entitled to appeal against the written statement – see paragraphs 45 – 51. 

Section 4: Post Review Procedures and Other Issues

Who is Allowed to see the Headteacher’s Review Statement?

42.  No other teacher or member of staff should have access to the headteacher’s review statement or self-review.  A copy of the performance review statement should be given to the headteacher and the Chair of the Governing Body.  The Governing Body should keep the headteacher’s review statements for at least three years.

43. A further copy can be provided, on request, for those governors who are responsible for taking decisions in relation to pay or promotion, who should take it into account when making such decisions.  The Chair of Governors must also provide a summary of the headteacher’s review statement to the Chief Education Officer (CEO) on request or to an Education Adviser specifically designated by the CEO.

44. The Chair of Governors must also provide any appeals or new appraiser with a copy of the previous review statement together with the objectives relating to that statement.  The annex detailing training and development should be sent by the Chair of Governors to the person responsible for training and development in the school.

Appeals Procedure

45. Where issues cannot be resolved with the appraisers, the headteacher can record his or her dissatisfaction with the review on the review statement.  However, the headteacher has the opportunity to appeal against hi/her review statement if he or she is dissatisfied with aspects of his or her appraisal.  An appeal against a review statement must be made within 10 school days of receiving the statement and must be made in writing to the Governing Body.

46. An Appeals Officer must then be appointed to conduct an appeals review.  The Appeals Officer will normally be the Chair of the Governing Body unless they have participated in the review appealed against.  Where the Chair of Governors has been involved in the review process, the Governing Body must appoint one or two governors who have not participated in the initial review.  No governor who is a teacher or staff member can be appointed as an Appeals Officer for the headteacher.  An External Adviser who did not assist in relation to the appraisal must assist the Appeals Officer(s).

47. The Governing Body must provide the Appeals Officer(s) and the External Adviser assisting the Appeal Officer(s) with a copy of the review statement and the statement of objectives within 5 school days of receiving the notice of appeal.  The appeal review must be carried out within 10 school days of the Appeal Officer receiving the review statement.

48. In conducting an appeal review the Appeals Officer(s) must take into account any representations made by the headteacher.  After due consideration, the Appeals Officer(s) may consider that the review has been carried out satisfactorily (and may make observations); may, with the agreement of the appraisers, amend the review statement; or may order that a new review be carried out.

49. The Appeals Officer(s) may not determine that new objectives should be set or that existing objectives should be revised.

50. Any new review or part review should be conducted within a further 5 school days.  Where a new review or part review takes place new governors and a new External Adviser are appointed.  As before, no governor who is a teacher or staff member can be involved in performance review.

51. Similar procedures exist for appeals by classroom teachers.  Details are set out in Performance Management Guidance 2: Schools’ Performance Management Policies.

Managing Weak Performance

52. Good performance management will go a long to improving the performance of everyone.  Performance review does not form part of disciplinary or capability procedures which are already the subject of a separate national agreement.  However, if a serious concern arises during the review period, it may lead to a recommendation to the Governing Body to commence formal capability procedures.

Links Between Performance Management and Pay

53. For several years now pay increases for headteachers and deputies have been linked to performance.  Information from the performance review statement may be taken into account by Governing Bodies, CEOs and officer designated by CEOs in taking decisions (or advising those taking decisions) about the promotion, pay, dismissal or discipline of teachers.

54. The requirement on Governing Bodies in Wales and England to set performance objectives for headteachers and deputies and to review their performance has been in place for some time as part of Pay and Conditions legislation.  It is part of the responsibilities of Governing Bodies in setting pay and is a statutory duty contained within the School Teachers’ Pay and Conditions Document.  Guidance on pay matters is issued by the Department for Education and Skills. 
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