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Aims of this session:

to explore the expectations of how Headteacher 

Appraisal should be conducted in schools and 

Trusts;

to clarify how the process should operate, 

throughout the  academic year;

to ensure governance used Headteacher 

Appraisal as a key driver for school improvemnt;.
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The background to Appraisal in 2024

• statutory in maintained 
schools;

• must be supported by an 
External Advisor to 
governors;

• good practice in academies;
• part of Ofsted inspection in 

all schools.
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A process – not an event
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A process built on sound relationships

• The Relationship between Headteacher and 
panel governors is crucial and depends on:

- trust;
- knowledge of the appraisal process;
- regular meetings;
- a focus on school improvement.
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The appraisal process/cycle:

Annual Meeting 
with External 

Advisor

Spring Term review 
meeting

Summer term 
review meeting

(early) Autumn 
Term Review 

meeting

Preparation for  
review and new 
objective setting
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Appraisal by governance panel:

Maintained
• minimum 3 governors appointed by the board;
• should be appointed each year;
• not in the gift of the chair;
• training essential

Academy Trusts
• no rules but good practice says, follow 

maintained school regulations.
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Statutory Requirements - maintained:

Appointment of external advisers in respect of head teachers

4.The governing body of a school must appoint an external adviser for the 
purposes of providing it with advice and support in relation to the appraisal of 
the head teacher

Standards and objectives

6.(1) The governing body of a school must, before, or as soon as practical after, 
the start of each appraisal period in relation to a head teacher –

(a) Inform the head teacher of the standards against which the head teacher’s 
performance in the appraisal period will be assessed
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Relevant standards?
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Headteacher Standards

Curric. & 
teaching

Organisational 
effectiveness

Culture & 
ethos



External Advisors – what to expect:
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• advice & guidance – not to do it for you;

• that they will have requested Sch Dev Plan, SEF, 
results etc;

• wordsmithing of objectives and outlining 
sensible success criteria;

• not to lead the panel (there should be a chair).



External advisors – the myths:
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• the Headteacher decides the advisor;

• the governor panel must meet with the advisor 
before formal review/objective setting meeting;

• the advisor can insist on specific targets;

• the advisor can lead the discussion on pay 
progression for the Headteacher.
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Setting objectives:

Under the Standards and Objectives(6) section it says…

5) The objectives set under paragraph (1)(b)   or (3)(b) must be 
such that, if they are  achieved, they will contribute to:

(a) improving the education of pupils at that school;     

(b) the implementation of any plan of the governing body designed 
to improve that school’s educational provision and performance.



Effective objectives:
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• no surprises!

• reflect current priorities;

• should not compromise work-life balance;

• informed by the Headteacher Standards;

• SMART.



Headteacher objectives - pitfalls:
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• setting the Headteacher objectives that 
relate to teacher performance;

• targeting actions almost completed;

• only agreeing targets that are quantifiable;

• not looking at all relevant data. 



To share – or not to share?

18

Objectives are confidential, but:

• some heads are happy to share as an 
indicator of accountability;

• some heads allude to objectives in 
Headteacher Reports or SDP reviews;

• And there may be circumstances where it 
would be wrong to share. 



Preparation for your role:
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• get hold of last year’s objectives – do they fit with 
what we have described this morning;

• suggest fellow panel members access training 
(this is being recorded);

• reflect on your new (2024-25) School 
Development Plan and use to inform objective 
planning;

• ask if your External Advisor delivers value for 
money; 

• Plan/schedule all your meetings.



Any Questions?
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Further information:
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• 2012 Teacher Appraisal Regulations
https://www.gov.uk/guidance/-governance-in-academy-trusts

• Headteacher Standards
https://www.gov.uk/government/publications/national-standards-
of-excellence-for-headteachers/headteachers-standards-2020

• Teachers’ Standards
https://www.gov.uk/government/publications/teachers-standards

https://www.gov.uk/guidance/-governance-in-academy-trusts
https://www.gov.uk/government/publications/national-standards-of-excellence-for-headteachers/headteachers-standards-2020
https://www.gov.uk/government/publications/national-standards-of-excellence-for-headteachers/headteachers-standards-2020
https://www.gov.uk/government/publications/teachers-standards
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Thank you


