
 
 
 

HEAD TEACHER APRAISAL 
GUIDANCE FOR SCHOOL ADVISERS/GOVERNORS/HEAD TEACHERS 

 
INTRODUCTION 
 
The duties of the governing board within a maintained school regarding head teacher appraisal can be 
summarised as follows: 
 

• Appoint an external adviser 
• Inform the headteacher of the standards against which their performance will be assessed 
• Appraise the performance of the headteacher against the relevant standards and objectives 
• Assess the headteacher’s professional development needs 
• Make a recommendation on headteacher’s pay where relevant 
• Give the headteacher a written report of their appraisal which includes assessments and 

recommendations 
 
Academies are free to determine their own appraisal process and may adopt the requirements for 
maintained schools if they wish. 
 
The choice of an external adviser is a matter for the governing body although there is much to recommend 
the use of the school’s adviser. The school adviser has an ongoing relationship with the school, will have a 
thorough knowledge of the school, will be involved in identifying priorities, improvement planning and target 
setting. The intelligence gathered through these activities will enable the school adviser to give relevant and 
high quality advice to governing bodies. 
 
Governor Services have offered the option to governing boards to purchase an adviser’s time for ½ 
day to include meeting and preparation at a cost of £250. There is no expectation that additional 
time will be needed to write up reports, but if a school requests this, they should be informed that 
they will be charged £125 per hour. 
 
The following documentation is guidance only. It should be appreciated that schools may have developed 
their own processes and documentation for effective head teacher appraisal and, where appropriate these 
should be followed and used. 
 
The role of the school adviser is to provide guidance and support to governing bodies and the governing 
body of a maintained school is required to take external advice for the appraisal of the head teacher. The 
responsibility for the head teacher’s appraisal rests with the governing body of the school. There is no 
requirement for the governing body to accept the advice of the external adviser. There is no requirement for 
the external adviser to participate in any in-year monitoring of the head teacher’s performance organised by 
the governors. 
 
The school adviser has no responsibility for the appraisal of school staff other than the head teacher. The 
outcomes of appraisal for school staff are confidential to the head teacher, the appraiser and the appraisee. 
School advisers will need to have a view of the effectiveness of the school’s processes and arrangements 
for the appraisal for all staff as part of the support provided by the school advisers for school self-
evaluation.  
 
Pupil Referral Units (PRUs) 
 
From April 2013, responsibility for all decisions about the recruitment and management of staff in PRUs has 
sat with the management committee, rather than the local authority. As with community schools the local 
authority remains the employer of staff and continues to be responsible for agreeing pay and conditions. 
The management committee will, however, have responsibility for making decisions about appointing, 
managing, appraising, suspending or dismissing members of staff. This includes the head teacher. In 
carrying out the duties with regard to this, management committees must adhere to the relevant sections of 



the School Staffing Regulations. There is no statutory responsibility for PRUs to appoint an external adviser 
it but it is expected by Solihull local authority. 
 
The school adviser and the process of head teacher appraisal 
 
1. Before the meeting – the planning stage 
 
The governing body 
The governing body should set the timetable for the appraisal of the head teacher. 
The governing body of the school may appoint two or three members of the governing body as appraisers 
for the head teacher and ensure that they receive appropriate preparation for their role. In appointing 
governors for the head teacher the governing body should: 

 Seek to ensure a balanced representation of appraisers 

 Seek to appoint appraisers who have the knowledge and experience to carry out this role and reflect 
the profile of the governing body 

 Seek to ensure that persons appointed do not have any personal or pecuniary interest  

 Ensure that governors who are members of the school staff are not appointed as appraisers for the 
head teacher.  

 
Timing of the meeting 
The head teacher’s performance appraisal and review statement should be completed by 31st December. 
The school adviser should ensure that a date is set for the review and planning meeting by 31st December. 
The meeting date and time should be arranged through the head teacher or through the governing body in 
liaison with Governor Services or directly with the school adviser.  
 
Documentation 
The school adviser will be familiar with the school and may already be in possession of relevant 
documentation. The following documentation is likely to be useful and should be agreed in the planning 
stage and confirmed in the planning and review documentation. 
 
School generated documentation may include: 

 The school’s self-evaluation form 

 The school improvement plan 

 The school’s own data analysis 

 The head teacher’s reports to the governing body 

 Appraisal documents 

 The school handbook/website 
 
External data is likely to come from: 

 Inspection data summary report 

 Analyse School Performance 

 FFT analysis 

 Value for money benchmark data 

 The latest Ofsted report 
 
In addition it may be useful for the head teacher, with agreement to complete a self-evaluation form 
(Annex1) 
 
Planning the meeting 
On the basis of the documentation and the school adviser’s intelligence about the school it may be useful 
for the school adviser to outline and draft provisional judgements on the review of previous objectives and 
provisional objectives for the next performance management cycle. These will provide an initial starting 
point for the review and objective setting meeting. 
 
The School adviser should consider from the available evidence: 
 
The review of the previous cycle which will include 

 The head teacher’s overall performance during the previous year 



 The progress made against the previous objectives using the performance criteria established at the 
previous meeting. 

 
Objectives for the coming year 
These will be focused on priorities and should involve a consideration of: 

 Raising standards 

 Development of leadership and management 

 Ongoing aspects of the current year’s performance objectives 

 The school improvement plan and self-evaluation 
 
Taken as a whole, objectives if met should contribute towards improving the quality of education 
experienced by learners at the school and should relate to the school’s strategic aims and priorities. 
 
Objectives should be: 

 Focused on priorities for the individual head teacher 

 Be time bound, challenging and achievable 

 Have appropriate timescales 

 Have clear success criteria 

 Indicate the evidence which will enable progress towards the objectives to be measured  

 Be in accordance with school’s appraisal policy 

 Be rigorous 

 Reflect the need for a satisfactory life/work balance (governors may wish to consider making reference 
to the Health and Safety Executive’s Talking Toolkit for schools) 

 Informed by the National Standards of Excellence for Headteachers 

 Reflect experience and aspirations 
 
Objectives should also identify the head teacher’s professional needs and activities. 
 
There is no requirement regarding the number of objectives to be set for the head teacher or of the type of 
objectives although all objectives should contribute towards pupil progress. Although circumstances and 
needs will vary it may be appropriate to focus on three objectives to ensure that the process is 
manageable. Objectives should relate to the key priorities facing the school as articulated in the school 
improvement plan. Objectives need not be limited to only one year, although where they are to extend over 
a longer period they should have milestones measurable on an annual basis.  
 
 
2.  Preliminary meetings  
 
Meeting with governors 
It is recommended that the school adviser has a short preliminary meeting with the governors. This meeting 
should: 

 Set the agenda for the planning and review meeting 

 Provide governors the opportunity to raise questions about appraisal and the appraisal process.  

 Discuss the school adviser’s preliminary review of the head teacher’s progress towards the previous 
objectives. (Where information has been sent to the adviser in advance.) 

 Discuss the school adviser’s draft objectives for the next cycle.  
 
Meeting with the head teacher 
It is suggested that the school adviser has a separate preliminary meeting with the head teacher to seek 
their views on their performance and on future objectives.  
 
3. The Planning and Review meeting 
 
The governing body will hold a planning and review meeting involving the school adviser and the head 
teacher. Both the advice of the school adviser and the views of the head teacher will be considered. This 
meeting should be led by the governing body and the role of the school adviser should be to discuss their 
recommendations and, where necessary, offer further advice. Based on the outcomes of this meeting the 
governors will: 
 



a) Reach a judgement about the overall performance of the head teacher during the previous year; 
b) Assess progress against previous objectives and related success criteria; 
c) Identify professional development needs and activities; 
d) Discuss and agree objectives for the coming year; 
e) Discuss and agree success criteria – which should be measurable, linked to pupil outcomes and 

achievable within the timescale of the objectives; 
f) Draft the planning and review statement. 
 
As a result of the meeting the governors will decide whether or not to recommend an increase in the head 
teacher’s pay to the Pay Review Committee, where it is a separate body. Decisions regarding the head 
teacher’s pay are the responsibility of the governing body and should not involve advice from the school 
adviser. Governors should have a good understanding of the school’s pay policy and how it links to 
appraisal. Where governors request technical guidance on the head teacher’s eligibility for a pay increase 
or on the process of recommending pay increases it is recommended that they are referred to Human 
Resources and Equalities. 
 
If the head teacher does not agree with the outcomes of the process they have the right of appeal to the 
governing body.  
 
It is helpful at this stage to make arrangements for a formal six month review. This will involve governors 
and the head teacher – it is not expected that the school adviser will attend this meeting. At this meeting, 
progress towards objectives can be established and consideration given as to whether they remain 
relevant. Where necessary, the objectives should be amended. 
 
Confidentiality 
 
The process of the head teacher’s appraisal and the statements generated by it should be treated with 
confidentiality at all times. The statements are confidential to the governing body and to the head teacher. 
The head teacher’s planning and review statement should not be shared with the Local Authority. 
 
Further reading 
 
DfE – Head teacher performance: Effective management 
DfE – National Standards of Excellence for Head teachers 
Health and Safety Executive – Talking Toolkit for Schools 
Health and wellbeing website – Staff emotional wellbeing and mental health 
NGA – Taking Headteacher Appraisal Seriously 
 

https://www.gov.uk/government/publications/headteacher-performance-effective-management
https://www.gov.uk/government/publications/national-standards-of-excellence-for-headteachers
https://campaigns.hse.gov.uk/go-home-healthy/work-related-stress/stress-in-education/
https://www.solgrid.org.uk/education/education-improvement/health-and-wellbeing/emotional-wellbeing-and-mental-health/staff-emotional-health-and-wellbeing/
https://www.nga.org.uk/News/NGA-News/Jan-2018-Mar-2018/Headteacher-appraisal-process-research-prompts-rec.aspx


                      
                                              
 

HEADTEACHER SELF-EVALUATION FOR REVIEW OF 
200_  -  200_ OBJECTIVES 

 
Use of this form is optional. It is provided to enable headteachers to contribute a personal perspective or 
additional information to the review process. Information supplied on this form will be shared with appointed 
governors in the review meeting. 
 

Name of Headteacher  

Name of School  

   
 

Objectives for 200  - 200 

 
 
 
Objective 1 ________________________________________________________ 
 
Areas covered by objective: 
 
 
 
Self-evaluation of progress towards objective or additional information 

 

 
 
 
 
Objective 2________________________________________________________ 
 
Areas covered by objective: 
 
 
 
Self-evaluation of progress towards objective or additional information 
 
 
 
 
 
 
Objective 3 ________________________________________________________ 
 
Areas covered by objective: 
 
 
 
Self-evaluation of progress towards objective or additional information 
 
Any additional objectives 
____________________________________________________________________ 
 
____________________________________________________________________ 
 
 
Areas covered by objectives: 
 

Your school’s logo. 

Annex 1 

Annex 1 



 
 
 
 
 
Self-evaluation of progress towards objective or additional information 
 
 
 
 
 
 
   

Overall performance 

 
Any additional information you would like to contribute to the review of overall performance 
 
 
   
 
 
 

Signature of head teacher 
 
 
 

 

Date 
 
 
 

 

 
 
 



 
 
 
 
 
 
 
 

HEADTEACHER PERFORMANCE REVIEW 
REVIEW STATEMENT 

 

Name of School 
 

 

Name of Headteacher 
 

 

Names of appointed governors 
 
 
 

 

Date of Review 
 

 

 

Review of progress towards 20   -   20       Objectives 

 
 
Objective 1_____________________________________________________ 
 
 
 
 
 
 
 
 
 
Objective 2______________________________________________________ 
 
 
 
 
 
 
 
 
 
Objective 3__________________________________________________________ 
 
 
 
Additional Objectives 
 
 
 
 

Overall performance 

 
 
 

Your school’s logo. 



 
 

HEADTEACHER PERFORMANCE REVIEW 
OBJECTIVES FOR 200_  -  200_ 

Name of School  
 

Name of Headteacher  

Names of Appointed 
Governors 
 

 Date of Review 
Meeting 

 

 

Objective Key Dates and Actions Performance Criteria Evidence 

    

    

    

 
 
 
 
 
 
 
 

   

Professional Development 
 
 
 
 
 

 
Headteacher comment 
 
 
 
 
 
 
 

 
 
Signed Governors                                                                     Signed Headteacher   

Your school’s logo. 



 
Taking Headteacher Appraisal Seriously 
 
A report on the current headteacher performance appraisal landscape in English schools 
NGA March 2018 
 
Recommendations from this report are helpful to consider when planning for head teacher appraisal. 
Please follow the link above for further information. 
 

1. All appropriate voices need to be heard when making decisions concerning the headteachers 
performance and future objectives. In groups of schools, it is important that appraisal arrangements 
are clearly outlined in an annually updated scheme of delegation/delegation planner. 
 

2. All new panel members should receive some form of training, proportionate to each panel members’ 
experiences. 
 

3. Where it is required (or those governing have chosen) to have an external advisor, the governing 
board must take ownership of the decision. Furthermore, the role of the adviser is to support and 
provide impartial advice, not to lead the process or have final say on the headteacher’s objectives or 
pay. 
 

4. The governing board and headteacher should agree when the objectives for the year are set, what 
success will look like and what evidence will be used to assess this. The evidence should be easily 
accessible and available to governing boards. 
 

5. Objectives must be realistic and achievable. They should be related to the school’s priorities and 
there should be a clear ‘success criteria’ in place for each objective. 
 

6. With regards to personal development objectives, governing boards should actively encourage 
headteachers to continue to develop at all stages in their career. 
 

7. Aside from some confidential personal objectives, NGA’s view is that there is no good reason why 
the panel should not share the headteachers’ objectives with the rest of the governing board. 
 

8. Governing boards need to ensure that those making pay recommendations have a clear 
understanding of the pay policy and how it relates to the appraisal policy. 
 

 

Annex 2 

https://www.nga.org.uk/Guidance/Research/Taking-Headteacher-Appraisal-Seriously-A-report-on.aspx

