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Policy for appraising support staff performance and dealing with 

capability issues. 

The Trust Board of Kenilworth Multi Academy Trust will review it every two years. 

 

1 Introduction 

1.1 This Policy has been adopted by Kenilworth Multi Academy Trust (KMAT) Board of 

Trustees and applies to all employees employed to work at the Academies which form 

part of KMAT in non teaching roles (hereafter referred to as ‘the Trust’) unless 

expressed otherwise in this policy. 

1.2 This policy is to be read in conjunction with the KMAT Pay Policy. 

1.3 The aim of appraisal processes at Kenilworth Multi Academy Trust (KMAT) is to 

develop and encourage a culture in which all members of staff take responsibility for 

improving their performance by appropriate professional development linked to the 

school’s improvement priorities and development plan. 

1.4 The system for appraisal of support staff broadly follows the system of appraisal for 

the teaching staff, which is regulated by the DFE. The aim is to develop and encourage 

a culture in which all members of staff take responsibility for improving their 

performance. 

1.5 The Executive Head is responsible for overseeing this policy and its correct 

implementation but may delegate this responsibility to a member of the senior 

leadership team or other senior/middle manager in line with the Scheme of Delegation. 

1.6 There are a number of specific aspects to working for the school which managers 
should ensure that their staff are competent to deal with. These will vary depending on 
the role which the employee undertakes, but may include some of the following: 

•   Identified school priorities 

•   Pupil attainment 

•   Data Protection and Information Security 

•   Safeguarding Young People 

•   Financial Integrity 

•   Health and Safety 

•   Equality and Diversity 

1.7 In reflecting our Trust values, we work collaboratively as a staff body. We strive to 

respect all in a way that helps each member of our community to develop to their full 

potential, as we seek to work with the students in our care.  

1.8 This policy does not form part of any employee’s contract of employment with KMAT 

and may be amended at any time (employees will be informed of any changes). 
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2 Purpose  

2.1 This policy sets out the framework for a clear and consistent assessment of the overall 

performance of support staff and for supporting their development within the context 

of the school’s plan for improving educational provision and performance. It also sets 

out the arrangements that will apply when support staff fall below the levels of 

competence that are expected of them. 

3 Application of the Policy 

 The policy is in two separate sections. 

3.1 Part A of the policy, which covers appraisal, applies to all members of support staff 

employed by KMAT, except those on contracts of less than one term or those in their 

probationary period. Members of staff who are employed on a fixed-term contract or 

supply arrangement of at least one term but less than one year will be appraised in 

accordance with the principles underpinning this policy, the length of the appraisal 

period being determined by the duration of their contract and those who are subject to 

Part B of the policy. 

3.2 Part B of the policy, which sets out the formal capability procedure, applies only to 

support staff about whose performance there are serious concerns that the appraisal 

process has been unable to address. 

3.3 It is important that the appraisal and capability process is robust and managed in a 

way that avoids increased workloads for all parties concerned, for example, reviewing 

the number and frequency of meetings, and ensuring the process for collecting 

evidence is always proportionate. 

3.4 Access to the written appraisal statement will normally be limited to the appraisee, the 

appraiser, the Executive Head and/or nominated member of the senior management 

team, in the case of KMAT support staff this will be in line with the Scheme of 

Delegation. The principles and provisions of the Data Protection Act 2018 will be 

followed at all times by those who have access to the documents. The governors 

responsible for taking decisions, or making recommendations, regarding pay, 

promotion, dismissal or disciplinary matters may also request access to the copy of 

the appraisal document. 

3.5 The Trustees are committed to ensuring consistency of treatment and fairness and will 

abide by all relevant equality legislation. 

4 PART A _ APPRAISAL 

4.1 Appraisal in the schools of Kenilworth Multi Academy Trust will be a supportive and 

developmental process designed to ensure that all support staff have or fully develop 

the skills and access to support they need to carry out their role effectively.  

5 The Appraisal Period 

5.1 The appraisal period will run for twelve months from 1st September to 31st August for 

all staff. 
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6 Appointing Appraisers  

6.1 All support staff will be appraised in line with the Authority determined in the Scheme 

of Delegation. 

7 Setting Objectives 

7.1 As part of the appraisal process individual job targets will be agreed between manager 

and an employee. 

7.2 Each member of staff will normally have a minimum of 4 objectives (maximum 6); at 

least 2 of these will be linked to the school development plan and 1 to the individual’s 

career development aspirations.  The objectives will be aligned to the SMART 

principles. 

7.3 Objectives for each employee will be set before, or as soon as practicable after, the  

start of each appraisal period. The objectives set for each employee will be Specific,  

Measurable, Achievable, Realistic and Time-bound and will be appropriate to the  

role and level of experience. The objectives should be derived from the employee’s job 

description and the school improvement plan. Targets may also relate to skills, 

behaviours or competencies required for the role or an existing development need.  

7.4 The appraiser and member of staff will normally seek to agree the objectives but, if 

that is not possible, the appraiser will determine the objectives(s). The appraisee may 

record their comments in writing as an appendix. Objectives may be revised if 

circumstances change. 

7.5 The Head of School’s designated member of staff; will monitor objectives to ensure 

consistency and relevance, both to the school development plan and to the individual. 

 REVIEWING PERFORMANCE 

8.0 Performance Measures 

8.1 A performance measure should show whether a target is being met. The manager and 

an employee should set the measure jointly so there is an agreed understanding of 

what good service/performance looks like. The collection of evidence to support the 

measurement should be easy to collate so that it does not become an onerous or time-

consuming activity. 

8.2 Members of staff should expect to have their performance observed and assessed 

during the year and will receive constructive feedback on their performance throughout 

the year.  

8.3 Feedback will highlight particular areas of strength as well as any areas that need 

attention that will normally be dealt with under the appraisal process. However, if 

persistent inadequacies in any aspect of the member of staff’s performance are 

identified at any time, then the school’s formal competency procedure will begin. 

8.4 Target Completion Date - This date should be jointly agreed and monitored during 

review sessions. 
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8.5 Comments to support any changes made throughout the year - Progress towards 

achieving targets/outcomes should be discussed during regular meetings as 

appropriate. Some targets may need to be amended to reflect a change in policies, 

circumstances, school priorities during the course of the year - if this occurs the 

changes should be recorded in this section. 

9 Personal Development Plan 

9.1 A Personal Development Plan (PDP) identifies an employee’s development and 

learning needs to enable them to: 

•   Deliver their job targets 

•   Develop their teamwork, leadership and/or managerial qualities, as appropriate. 

•   Match their behaviours and style of working to the school’s values 

•   Develop their experience and skills to meet longer term job requirements or career 

aspirations, where these are compatible with School development Plan. 

10 Assessment 

10.1 At the end of the appraisal year, time will be provided for staff to conduct a self-audit 

with reference to relevant occupational standards, job descriptions, person 

specifications and the objectives set at the beginning of the appraisal year. Self-

appraisal provides an opportunity for appraisees to reflect upon their work, to consider 

positive and negative aspects of it, and to identify development needs. 

10.2 Before the appraisal interview, each appraisee will complete the self-appraisal form 

(see appendix A) and take it to their appraisal meeting. The appraisee should review 

his/her job description before the appraisal meeting. 

10.3 Each appraiser will similarly complete an audit of the appraisee’s performance over 

the year.   Appraisers should obtain a copy of the appraisee’s job description. Where 

the appraiser indicates that performance is unsatisfactory, they will need to be in a 

position to back up their judgement by reference to written evidence previously shared 

with the member of staff. 

10.4 Where appraisee and appraiser cannot reach agreement on any matter then it will be 

referred to the designated member of staff; as set out in the Scheme of Delegation, 

who will meet with the appraisee, consider all available evidence, and inform the 

appraisee of their decision. The objectives decided at or following the appraisal 

meeting will form the basis of the annual appraisal statement. 

11 Mid Year Appraisal Review 

11.1 A mid-year review of progress towards objectives should be carried out as a minimum 

if monthly review meetings are not possible. 

11.2 It is important that the personal development plan is reviewed on a regular basis during 

1-to-1 meetings to ensure that both the manager and the employee have an 
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opportunity to discuss progress towards achievement of the plan. As a result of these 

discussions the original plan can be amended or added to as appropriate. 

12 Continuing Professional Development 

12.1 The Trust wishes to encourage a culture in which all staff take responsibility for 

improving their contribution through appropriate professional development. 

Professional development will be linked to school and team improvement priorities and 

to the on-going professional development needs and priorities of individuals. 

13 Monitoring & Evaluation 

13.1 The Executive Head will discuss progress on support staff appraisals with the manager 

identified in the Scheme of Delegation at least annually and provide an annual report 

to the Trustees on how effective the procedures have been including any relevant 

issues such as underperformance arising from the annual review cycle and on any 

action required to address those issues. The report will enable Trustees to receive an 

overall general report of the process but will not include specific details relating to 

individual members of staff.  

 

14 PART B CAPABILITY PROCEDURE  

If the appraiser is not satisfied with progress, following a meeting with the member of 

staff and the Executive Head / designated member of staff in line with the Scheme of 

Delegation, the member of staff will be notified in writing, that the appraisal system will 

no longer apply and that their performance will be managed under the capability 

procedure.  

In a few particularly serious cases it may be necessary to instigate capability 

procedures which may lead to dismissal before the end of the induction period.  

14.1 Attendance at meetings 

The employee must make every effort to attend all hearings scheduled in accordance 

with this procedure. Failure to attend without good reason may be treated as 

misconduct. If the employee fails to attend without good reason or is continually unable 

to attend (for example because of poor health), KMAT may make decisions based on 

the available evidence including any written representations made by the employee.   

14.2 Formal capability meeting 

 At least five working days’ notice will be given of the formal capability meeting. The 

notification will contain sufficient information about the concerns about performance 

and their possible consequences to enable the employee to prepare to answer the 

case at a formal capability meeting. It will also contain copies of any written evidence; 

the details of the time and place of the meeting; and will advise the employee of their 

right to be accompanied by a companion who may be a colleague, a trade union 

official, or a trade union representative who has been certified by their union as being 

competent (“Companion”).  
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14.3 This meeting is intended to establish the facts. It will be conducted by a panel as 

outlined in the KMAT Scheme of Delegation.  The school may also invite attendance 

of a professional HR officer to advise the panel on details of procedure. The meeting 

allows the employee, accompanied by a Companion if they wish, to respond to 

concerns about their performance and to make any relevant representations. This may 

provide new information or a different context to the information/evidence already 

collected.  

14.4 Following consideration of all the facts and the evidence presented, the panel 

conducting the meeting may conclude that there are insufficient grounds for pursuing 

the capability issue and that it would be more appropriate to continue to address the 

remaining concerns through the appraisal process. In such cases, the capability 

procedure will come to an end and the appraisal process restarted. In exceptional 

circumstances the panel conducting the meeting may also adjourn the meeting for 

example if they decide that further investigation is needed, or that more time is needed 

in which to consider any additional information.  

14.5 In other cases, the meeting will continue. During the meeting the person conducting 

the meeting:   

• will identify the professional shortcomings, for example which of the standards 

expected of employees are not being met.  

• will give clear guidance on the improved standard of performance needed to ensure 

that the employee can be removed from formal capability procedures (this may 

include the setting of new objectives focused on the specific weaknesses that need 

to be addressed, any success criteria that might be appropriate and the evidence 

that will be used to assess whether or not the necessary improvement has been 

made).  

• will explain any support that will be available to help the employee improve their 

performance.  

• will set out the timetable for improvement and explain how performance will be 

monitored and reviewed.   The timetable for improvement will depend on the 

circumstances of the case but will usually be between 6-10 weeks. The formal 

review period will be made up of two review periods each of a maximum of 8 weeks.  

The total formal review period will not exceed 16 weeks. In serious cases where the 

safety, welfare and education of children is significantly at risk, the timescale may 

be shortened to 4 weeks or less. 

• may issue a formal warning that failure to improve within the set period could lead 

to dismissal.  In very serious cases, this warning could be a final written warning.  

14.6 Notes will be taken of formal meetings and a copy sent to the member of staff. 

 Where a formal warning is issued, the employee will be informed in writing usually 

within 5 working days of the matters covered in the bullet points above and given 

information about the timing and handling of the review stage.   
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14.7 The employee will be given the right of appeal which should be submitted in writing 

 within 5 working days of receipt of the written notification of the formal warning.  

14.8 Any warning will normally remain active for a period of twelve months from the date of 

the issue of the warning. The outcome letter will confirm the specific length of the active 

period of the warning. Whilst the warning is active, the capability process can be 

resumed at the same stage if the employee’s performance declines. After the active 

period the warning will remain permanently on the employee’s personnel file but will 

be disregarded in relation to future capability proceedings. 

14.9 The appeal hearing will be considered by a panel of normally three Trustees or as 

outlined in the Scheme of Delegation and who have not previously been involved in 

this stage of the procedure and wherever possible will be heard within 10 working days 

of the receipt of the written appeal from the employee.  Appeal hearings will not delay 

the capability procedure, which will continue whilst the appeal is being considered. 

14.10 The employee will have the right to be accompanied by a Companion.   The Governing 

Body may also invite attendance of a professional HR officer to advise the panel on 

details of procedure. 

15 Monitoring and review period following a formal capability meeting 

15.1 The first performance monitoring and review period of up to 8 weeks will follow the 

formal capability meeting. Formal monitoring, evaluation, guidance and support will 

continue during this period. At the end of the specified first review period the employee 

will be invited to a formal review meeting. A formal meeting is only required if there are 

concerns remaining at the end of the review period that the employee is not making 

sufficient progress. This may also be applied where new performance concerns arise 

whilst a warning is still active. In cases where the employee was previously issued with 

a final written warning, that meeting may be a decision meeting.  

16 Formal Review Meeting 

16.1 As with formal capability meetings, at least five working days’ notice will be given, and 

the notification will give details of the time and place of the meeting and will advise the 

employee of their right to be accompanied by a Companion. The school may also invite 

attendance of a professional officer to advise the panel on details of procedure. 

16.2 If the person conducting the meeting is satisfied that the employee has made sufficient 

improvement, that the relevant employee standards are now met and that performance 

is at the required level, the capability procedure will cease, and the appraisal process 

will re-start.  

16.3 If no, or insufficient improvement has been made during the monitoring and review 

period to demonstrate that the relevant employee standards are now met and that 

performance is at the required level, the employee may receive a final written warning.   

Review periods may be extended if some, but insufficient improvement has been made 

during the review period.  The required standards of performance and support and 

monitoring arrangements during the review stage will be confirmed. 
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16.4 As before, notes will be taken of formal meetings and a copy sent to the member of 

 staff. Any final written warning which is issued will set out: 

 the areas in which the employee has not met the required performance standards. 

 clear targets for improvement and a period for review. 

 any supportive measures, such as additional training or supervision, which will be 

implemented with a view to improving performance. 

 the consequences of failing to improve within the review period, or of further 

unsatisfactory performance; and 

 the employee’s right of appeal and how this can be exercised. 

Where a final warning is issued, the member of staff will be informed in writing that 

failure to achieve an acceptable standard of performance (within the set timescale), 

may result in dismissal. 

 

16.5 Any final written warning will normally remain active for a period of twelve months from 

the date of the issue of the warning. The outcome letter will confirm the specific length 

of the active period of the warning. Whilst the warning is active, the capability process 

can be resumed at the same stage if the employee’s performance declines. After the 

active period, the warning will remain permanently on the employee’s personnel file 

but will be disregarded in relation to future capability proceedings. 

 

The employee will be given the right of appeal which should be submitted in writing 

 within 5 working days of receipt of the written notification of the warning. 

16.6 At the end of the specified review period following a final written warning the employee 

may be invited to a decision meeting. A decision meeting only needs to be held where 

concerns remain at the end of the review period. If the employee has met the standards 

required, this can be confirmed in writing without the need for a formal meeting. 

17 Decision Meeting 

17.1 As with formal capability meetings and formal review meetings, at least five working 

days’ notice will be given, and the notification will give details of the time and place of 

the meeting and will advise the employee of their right to be accompanied by a 

Companion.  

17.2 If an acceptable standard of performance has been achieved during the further 

monitoring and review period, the capability procedure will end, and the appraisal 

process will re-start and the employee will be reminded that the capability process may 

be resumed if their performance declines whilst the written warning is active. 

17.3 The Governing Body may also ensure that professional HR advice is available at the 

decision and any subsequent appeal meeting. 

17.4 Where, following the decision meeting it is decided that there should be a 

recommendation to the Governing Body for dismissal, the employee will receive at 

least five working days’ notice, and the notification will give details of the time and 
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place of the meeting and will advise the employee of their right to be accompanied by 

a Companionin. writing. 

17.5 The employee will be informed in writing within five working days of the reasons for the 

dismissal, the date on which the employment contract will end, the appropriate period 

of notice and their right of appeal.   

17.6 Depending on individual circumstances, alternative potential outcomes of this meeting 

could be: 

 Redeployment into a suitable available job at the same or a lower grade. 

 Extending an active final written warning and setting a further review period (in 

exceptional cases where there is reason to believe that a substantial improvement is 

likely within the review period); or 

 Final written warning (where no final written warning is currently active). 

 18 Decision to Dismiss 

18.1 The power to dismiss staff in this Trust rests with the delegated authority set out in the 

Scheme of Delegation. 

19 Dismissal   

19.1 If a decision to dismiss has been taken, the Governing Body will normally dismiss the 

employee with notice or payment in lieu of notice unless the employee’s performance 

has been so negligent as to amount to gross misconduct in which case the employee 

may he dismissed without notice or payment in lieu of notice.  The employee will be 

given the right of appeal within 5 working days of receipt of the written notification of 

dismissal.  

20 Appeal 

20.1 If an employee feels that a decision to dismiss them, or other action taken against 

them, is wrong or unjust, they may appeal in writing against the decision within five 

days of the decision, setting out at the same time the grounds for appeal. Appeals will 

be heard without unreasonable delay and, where possible, at an agreed time and 

place. The same arrangements for notification and right to be accompanied by a 

Companion will apply as with formal capability and review meetings and, as with other 

formal meetings, notes will be taken, and a copy sent to the employee. 

20.2 The appeal hearing will be considered by a panel of three Trustees, or as outlined in 

the KMAT Scheme of Delegation and who have not previously been involved in this 

stage of the procedure and wherever possible will be heard within 10 working days of 

the receipt of the written appeal from the employee.  Appeal hearings will not delay the 

capability procedure which will continue whilst the appeal  is being considered.  

20.3 The employee will have the right to be accompanied by a Companion at any appeal 

hearing.  The procedure for the appeal will be as set out in Appendix F. The school 

may also invite attendance of a professional officer to advise the panel on details of 

procedure. 
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20.4 The employee will be informed in writing of the results of the appeal hearing as soon 

as possible.  There will be no further right of appeal. 

20.5 The outcome of the appeal hearing may be to: 

 confirm the original decision; 

 revoke the original decision; or 

 substitute a different (but not a higher) penalty. 

 

 GENERAL PRINCIPLES UNDERLYING THIS POLICY 

21 ACAS Code of Practice on Disciplinary and Grievance Procedures 

Part B of the policy will be implemented in accordance with the provisions of the ACAS 

Code of Practice. 

22 Confidentiality 

The appraisal and capability processes will be treated with confidentiality. However, 

the desire for confidentiality does not override the need for the headteacher and 

governance board to quality-assure the operation and effectiveness of the appraisal 

system. 

23 Consistency of Treatment and Fairness  

 The governance board is committed to ensuring consistency of treatment and fairness. 

It will abide by all relevant equality legislation, including the duty to make reasonable 

adjustments for disabled employees. The governance board is aware of the guidance 

on the Equality Act issued by the Department for Education. 

24 Definitions 

 Unless indicated otherwise, all references to “employee” include the headteacher. 

25 Delegation 

Normal rules apply in respect of the delegation of functions by governance boards, 

headteachers and local authorities. 

26  Grievances 

Where a member of staff raises a grievance during the capability procedure the 

capability procedure may be temporarily suspended in order to deal with the grievance. 

Where the grievance and capability cases are related it may be appropriate to deal 

with both issues concurrently. 

27 Sickness 

 If long term sickness absence appears to have been triggered by the commencement 

of monitoring performance at any stage of the procedure or a formal capability 

procedure, the case will be dealt with in accordance with the school’s absence policy 
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and will be referred immediately to the occupational health service to assess the 

member of staff’s health and fitness for continued employment and the 

appropriateness or otherwise of continuing with monitoring or formal procedures. In 

some cases, it may be appropriate for monitoring and/or formal procedures to continue 

during a period of sickness absence. 

28 Monitoring and Evaluation 

 The Trust Board and Executive Headteacher will monitor the operation and 

effectiveness of the Trust’s appraisal arrangements. This will include ensuring that the 

arrangements minimise the impact on workload for all parties involved. 

28.4 Retention 

The Trust Board and Executive Headteacher will ensure that all written appraisal 

records are retained and stored in a secure place in line with their Retention and 

Disposal Policy 
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APPENDIX A 

 

KENILWORTH MULTI ACADEMY TRUST 

 
Staff Performance – Support Staff 

Self Review prompts 

 
Name: 

 

What have been your successes during the last 12 months? 

 

 

 

 

 

 

How do you think you have developed this year? 

 

 

 

 

 

 

How have you benefited from the training and development activities you 

have attended this year? 
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What areas do you feel you could have done better and do you feel that 

there have been any constraints/barriers to stop you doing your job well? 

 

 

 

 

 

 

Identify the areas you want to focus on in the coming year which you think 

will help you to do your job well and realise your professional aspirations 
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           APPENDIX B                                          

 

      KENILWORTH MULTI ACADEMY TRUST 

 
            Staff Performance – Support Staff 

Review of  
 

   
Name:  
  

  
  Date: 

 

Summary of key areas covered in the review discussion  
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Summary of progress and outcomes against objectives  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Employee's Signature                                                           Date: 

 

 

Reviewer's Signature                                                             Date: 
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                                                             APPENDIX C                                      

 

KENILWORTH MULTI ACADEMY TRUST 

 
 

Staff Performance – Support Staff 
Objectives for: 

 
Name: 
  

  
Date:  

 

The areas you want to focus on in the coming year which will help you to do 

your job well and realise your professional aspirations 

 

Objectives: 

Personal–relating to job description and School Development Plan 

 

 

 

 

 

Professional – relating to career or job description and School Development Plan 
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Aspirational – relating to career or job description and School Development Plan 

 

 

 

 

 

Support and monitoring 

 

 

 

 

 

Continuing Professional Development and support towards KMAT vision 

 

 

 

 

 

 

 
Employee's Signature                                                           Date: 

 

 

Reviewer's Signature                                                             Date: 
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Procedure for Hearing/Appeals 
 
 
1.   Monitoring Officer presents the case including any relevant witnesses. 
 
2.    Questions from employee and/or employee representative. 
 
3.  Questions from the Panel. 
 
4.   Employee (or representative) presents their case including any relevant witnesses. 
 
5.   Questions from the Monitoring Officer. 
 
6.    Questions from the Panel. 
 
7.   Monitoring Officer sums up. 
 
8.   Employee (or representative) sums up. 
 
9.   Both parties withdraw. 
 
10. Panel decision. 
 
11. All parties reconvene.  Decision given. 
 
12.  Decision confirmed in writing by Executive Headteacher/ Chair of the Panel within 3 

working days – including notice of right to lodge an appeal within 5 working days of 
receipt of the written notification of the decision. 

 

 

 

                                                             APPENDIX D                                      


