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1.1
INTRODUCTIONPRIVATE 

Each governing body has a range of responsibilities in relation to staff and is strongly advised to develop and document its policies on those staffing matters over which it has discretion.

The governing body has a responsibility to ensure that the school has a staffing structure which meets the needs of the school and accurately reflects the duties and responsibilities of each member of staff.  The governing body is responsible for procedures such as those covering discipline, capability and staff grievance and for keeping to accepted staff appraisal procedures.  The governing body can exercise a range of pay discretions and is responsible for determining pay levels for all staff, in accordance with the appropriate nationally and locally determined scales whilst considering any advice given by the Headteacher or LEA on these matters.

The DfEE guidance on Teachers salaries states that all pay decisions, including annual reviews, should be taken in the context of a salaries policy:-

· which is clear

· drawn up in consultation with the staff of the school

kept under regular review

There are valid reasons for extending these maxims to include all staff in the school for whom the governing body is responsible and for incorporating into one policy all matters relating to staff employment.

1.2
AIMS OF A STAFFING POLICY

A school staffing policy should aim to:-

(a)
relate to the whole school development plan in order to assist the school to achieve its aims and objectives;

(b)
inform staff of the personnel procedures and policies adopted by the governing body;

(c)
be in full accord with the Council's Equal Opportunities Policy;

(d)
aid motivation and professional development of staff;

(e)
enable staff to understand the basis of decisions with respect to salaries; and

(f)
where relevant reward staff in a fair and equitable manner within the framework of conditions of service and contracts of employment, recognising their contribution to the work of the school.

1.3
PROCESS OF DRAWING UP OR REVIEWING A STAFFING POLICY

The staffing policy should be established by the full governing body.  It is strongly advised that implementation of the policy is then delegated to a committee of the governing body (see paragraph 1.4 and Appendix 1).

The governing body should approve the terms of reference for this committee but should not make decisions with respect to named individuals.  (If the entire governing body was party to a salary decision, for example, no governors would be eligible to hear a possible subsequent grievance).

The process by which the staffing policy is arrived at is every bit as important as the policy itself.  Attention to full staff and governor involvement at this stage can do much to promote team work and benefit school morale.

A suggested approach is as follows:

(a)
Governing body discusses its overall strategy with respect to personnel policies and procedures including pay and appoints a committee with clear terms of reference.  (see section 1.4).

(b)
Governing body informs all staff of the procedure being followed.

(c)
The committee collects all necessary background information.  Documentation available to the committee should include:


-
Whole School Development Plan


-
School Teachers' Pay and Conditions Document


-
Current DfES Circular, "School Teachers Pay and Conditions of Employment"


-
HR&OD Handbook – “Local HR&OD Management in Schools”

-
LEA's guidance on Teacher and Head Teacher Appraisal


The HR Consultant assigned to the school will, on request, be happy to advise and assist the committee in drawing up a draft policy.

(d)
The committee drafts a policy in accordance with the remit given to it by the governing body and circulates the draft to all staff and governors for comments and discussion.  It is likely that representative governors and staff would want to meet to discuss the draft.

(e)
The committee amends the policy in the light of comments received and circulates the final draft to all staff and governors.

(f)
The governing body considers the final draft and any further comments.

(g)
A copy of the agreed staffing policy is then given to every member of staff and every governor.

1.4
SUGGESTED COMPOSITION AND TERMS OF REFERENCE FOR A GOVERNING BODY PERSONNEL COMMITTEE
The Education (School Government) Regulations 1989 and the 1991 Amendments make it quite clear that it is the responsibility of the governing body to determine the constitution, membership and proceedings of a committee to which it has delegated some powers.  The necessary quorum for making decisions with respect to the establishment of committees and their functions is two thirds (rounded up to a whole number) of the governors entitled to vote.

In the case of a personnel committee which has a power to dismiss staff, the Regulations require that the committee must consist of at least three members of the governing body.  A committee must keep minutes of its meetings and any actions or decisions taken by the committee must be reported to the next meeting of the governing body.

Draft terms of reference for a governing body personnel committee which could be amended according to the needs of individual schools are given in Appendix 1.

1.5
STAFFING POLICY CONTENTS - A CHECKLIST
The governing body should ensure that;

-
the aims of the staffing policy are consistent with the school's aims and that a mechanism exists to put the various aspects of the policy into place;

-
the staffing policy complies with education and employment legislation, LEA policies, HR&OD Handbook guidance and the Council's Equal Opportunities policy;

-
the policy informs staff of all the personnel procedures and policies adopted by  the governing body;

-
the policy encourages the recruitment, retention, development and motivation of staff;

-
the policy enables proper pay differentials between jobs within the school to be maintained;

-
the policy details the arrangements for the annual review of all staff salaries including the arrangements for recording all decisions relating to pay and the reasons for discretionary payments.

Governing bodies may wish to consider including some of the following headings in their whole school policy.  Each school is in a unique situation and thus it is not possible to have a standard policy for all schools, although the outline may be similar.

The following framework is recommended:

· Aims, Purpose, Statement of Intent

· Recruitment and Retention

· Teacher Appraisal

· Grievance and Discipline Policies/Procedures

· Teachers' Pay Discretions

· Support Staff Pay Discretions

· Mechanism for Implementation

· Premature Retirement and Staffing Reductions Policies/Procedures

Detailed advice on this framework is given in Section 1.7.

1.6
PAY POLICY - SPECIFIC GUIDANCE
The governing body's policy on pay should satisfy the following criteria and should be;

-
open and rational

-
clear and easy to understand

-
uncontentious

-
capable of application to all staff

-
linked to objective criteria

-
the result of full consultation

-
properly resourced

It is important to note that the power to make additional payments is discretionary.  No member of staff has a right to additional payments and no governing body should feel any duty, legal or moral, to supplement any individual's basic salary.

All schools rely on effective team work.  In considering discretionary payments, governors need to be very aware of the potential impact of such payments - for good or ill - on staff morale.  A badly produced, researched and presented pay policy is out of step with good management practice.

Each year a governing body should decide whether it is appropriate for use to be made of discretionary salary payments.  Governors will need to consider very carefully the "opportunity costs" - i.e. the other educational purposes to which the money could be put, in the context of the school development plan.

If the governing body does wish to use its discretionary powers with respect to pay, governors' consideration of individual cases will be aided if a specific sum  has been identified as available for the purpose from within the school's overall budget.  Decisions also need to be made about whether awards are made on a permanent or temporary basis.

In the interest of equity and sound budgeting, the cases of all contenders for discretionary payments should be considered together against the sum available in the budget.  Great care must be taken to avoid adhoc decisions.  These could lead to legal challenge at a later date, e.g. equal pay for equal work.

In addition to considering individual merit, governors will need to take into full account the effect of any discretion on salary relativities.

The effectiveness of a pay policy depends, to a great extent, on the regard in which  it is held by staff.  It is more likely to be seen as fair if all members of staff have had the opportunity to influence the policy at the draft stage.  In this way concerns that may be felt by staff can be dispelled and creation of a climate of suspicion avoided.

1.7
STAFFING POLICY FRAMEWORK - DETAILED GUIDANCE
Content - It is helpful to have an index page at the front of the policy document.  A suggested basic list of contents is given below:-

1.
Statement of Intent
The governing body may wish to preface the policy document with a positive statement of intent such as:-

The governing body of this school aims to provide a working environment for all staff, teachers and support staff, in which their individual contribution is recognised and valued.  The governing body will seek to ensure that staff receive proper recognition for their work and their contribution to school life.

The school is committed to promoting and ensuring equality of opportunity.
2.
Aims
Each school will need to determine the aims it wishes to include under this heading.

A possible format is given below:-

The governing body of..... School intends to operate a staffing policy which will:

-
maintain and improve the quality of teaching and pupils' learning;

-
lead to a staffing structure which reflects the school development plan;

-
seek to provide equal opportunities for all staff with respect to gender, race, disability and age;

-
ensure that all staff are informed of the personnel policies and procedures adopted by the governing body;

-
lead, within the conditions of service and pay structure, to jobs being graded appropriately within the school;

-
seek to ensure that all staff (teaching and support staff) are appropriately rewarded according to their level of responsibility and the individual contribution they make to the work of the school;

-
give recognition within the pay structure to increased responsibility, whether assigned on a temporary or permanent basis;

-
take into account proper pay differentials between jobs within the school;

-
take into account, as far as practicable, salary levels in other maintained Croydon schools;

-
ensure that the criteria used for awarding discretionary payments are drawn up and annually reviewed in consultation with staff and that the policy subsequently approved by the governing body is communicated to all staff in the school;

-
ensure that discretion in awarding additional payments is exercised in a fair, equitable and consistent manner and that such awards are only made in accordance with the written criteria;

-
ensure that discretionary payments are awarded only at the time of the annual review of salaries, unless exceptional circumstances justify an award at another time.

It would be sensible to indicate clearly that implementation of the pay aspects of the policy can only take place where there is sufficient flexibility in the budget.  It may be appropriate to indicate whether a proportion of the budget can be set aside to make appropriate pay awards.

3.
Recruitment and Retention of Staff

This section is used to declare the governing body's intention to ensure the following:-

-
Job descriptions are agreed and provided for all staff.  These are reviewed annually, with consultation over content, both when first drawn up and at the time of the annual review.

-
Information about vacant posts, additional salary points, other salary awards, temporary and acting posts are made available to staff (by a clear well publicised mechanism, ensuring that there is clarification of any differences in procedure for internal appointments as compared with those that are externally advertised).

-
Person specifications and job descriptions will be available at the time of advertisement for all posts.
Procedures for shortlisting, interviewing and making appointments should be clearly understood and reflect a proper appreciation of equal opportunities.

The governing body can delegate appointments other than Headteacher and Deputy and can clarify their decisions on this in this section.

4.
Head Teachers and Deputy Head Teachers  -  Pay
(a)
Pay point on the head teacher/deputy head teacher spine.  This is a discretion which may be used on either a temporary or permanent basis.

In this section reference should be made to each discretion and a clear statement made as to whether or not the governing body may wish to use it.  Objective criteria for the application of discretions which the governing body wishes to use should be stated.

5.
Specific Pay Discretions Applicable to Teachers
For all teachers except Head Teachers and Deputy Head Teachers

The governing body will need to decide in which way it will use the discretions available.  For further detail of teachers pay please see Appendix 1.2.
The available discretions are to:-
The School Teachers' Pay and Conditions Document does not allow the payment of honoraria to teachers for duties specified in the document.

Guidance on the application of these discretions is given in Appendix 1.2.

(b)
Award of points for relevant experience outside teaching, subject to a total maximum of either nine or seven points (depending on qualifications) which must also include points awarded for teaching service.  This is a decision which once made cannot be revoked.

(c)
Award of up to five points to a teacher who "undertakes specified responsibilities beyond those common to the majority of teachers".  This is a discretion which may be used on either a temporary or permanent basis.

(d)
Award of up to three points for excellent performance, "having regard to all aspects of the teacher's professional duties but in particular to classroom teaching."  This discretion may only be used on a temporary basis for a maximum of a year ending on 31st August.  The governing body is required to review annually, with effect from each 1st September, its award of points for excellent performance.

(e)
Award of up to two points to a teacher who is employed "to teach subjects in which there is a shortage of teachers" or "in a post which is difficult to fill".  This is a discretion which can only be used on a temporary basis up to a maximum of two years ending on 31st August.  The governing body is required to review biennially, with effect from 1st September, its award of points for recruitment and retention.

(f)
In the case of a teacher in a special school or a teacher in an ordinary school who is engaged wholly or mainly in teaching pupils with Statements of Special Educational Needs, or in taking charge of special classes consisting wholly or mainly of children who are hearing impaired or visually impaired, award of an additional point for experience or qualifications which the governing body considers are particularly relevant to the teacher's work.

(g)
Withholding of an annual increment on the grounds that service in the preceding year has been unsatisfactory.

6.
Discretions Applicable to Support Staff (Former APT&C and Manual Workers)
The available discretions are to:

(a)
Determine the grade on the appropriate LEA approved scale of a newly appointed member of staff.
Schools are required to pay staff on a grade within the appropriate scale.  The salary offered within the scale is entirely within the discretion of the governing body.  However, the LEA retains full responsibility for compliance with the Equal Pay Act 1970, despite the powers under the Education Reform Act for governing bodies to grade all school posts.

In deciding on pay levels of posts, governing bodies are strongly recommended to take account of the LEA guidance on the appropriate grades for different job categories (see Chapter 5).   For new posts which do not fall into any of these categories, the Council’s HR & OD Service can conduct a job evaluation in order to advise the governing body on an appropriate grade for the post which is consistent with the grades of other staff in the school and the LEA.

(b)
Adjust the salary of a member of staff (formerly APT&C) within the scale.
The salary of a former APT&C member of staff may be adjusted at any time by the award of additional increment(s) on the grounds of special merit or ability, subject to the maximum of the scale not being exceeded.  In such a case the member of staff retains his/her entitlement to a further increment on 1st April, unless he/she has then reached the maximum of the scale.

(c)
Re-grade an existing member of staff on the appropriate scale.

Governing bodies may wish to consider re-grading an existing member of staff when additional or changed responsibilities have been absorbed on a permanent basis.  In such cases, in the interests of equity and compliance with the Equal Pay Act, governing bodies are strongly recommended to consult the HR & OD Service.  The HR& OD Service can evaluate the additional responsibilities in accordance with the Council's Job Evaluation Scheme (which has been approved by the Equal Opportunities Commission) and advise on an appropriate new grade for the post.

(d)
Award an honorarium on a temporary basis.
Honoraria are only paid for temporary additional duties and responsibilities.  Work of a permanent nature above the scope of the member of staff's normal duties and responsibilities should be considered for a regrading in the normal way.

Honoraria are usually paid when a member of staff carries out additional duties and responsibilities of a higher graded post for a continuous period of at least four weeks.  Care must be taken to ensure that the additional duties and responsibilities are not being covered by other payments or benefits of which overtime or extra hours is the most obvious.  If the honorarium is intended to give recognition of significant additional hours being worked - then those additional hours must not be paid as overtime or additional hours.

An honorarium may also be appropriate when a member of staff is asked to do special work or carry out a special project beyond the normal requirements of his/her post.  In such a case the temporary additional workload must be exceptional and clearly outside the existing scope of the member of staff's substantive job.

The value of the honorarium will normally be based on an assessment of the level of additional work or responsibilities involved when compared with the member of staff's normal job.  One way of assessing the extra workload is to equate the addition to the number of extra increments which might reasonably be paid.  It is not acceptable to base the payment on some kind of "opportunity cost" by, for example, estimating what it would cost to employ an outside consultant to do the work, and making a payment based on that.

Methods of payment can vary and do not have to exactly equate to the appropriate pay scale.  Examples of payment methods are:-

(a)
a regular payment as an addition to normal salary or wages;

(b)
one lump sum payment at the end of the period of additional work;

(c)
lump sum payments made at regular intervals during the period of additional work.

The main criterion in deciding the method of payment should be the impact of the payment in rewarding the member of staff for the additional work and thereby showing appreciation for that work.

7.
Teacher and Headteacher Appraisal
A reference to the LEA's policy statement and two guidance booklets on teacher and head teacher appraisal and a commitment to the policy statement could be usefully included in this section [see Chapter 4].

8.
Grievance and Discipline Policies/Procedures/Premature Retirement and Staffing Reductions Policies/Procedures
The governing body should indicate in both these sections either that it has adopted the relevant policies and procedures in the HR & OD Handbook or alternatively refer staff to the location of the relevant policies and procedures.

9.
Mechanism for Implementation of the Staffing Policy
This section should state clearly which powers are exercised by the committee and which powers have been delegated to the head teacher, either alone, or in consultation with one or more governors.  It is particularly important to ensure that the powers with respect to staffing appointments and pay discretions are defined.

The policy should state when the annual pay review will take place and what mechanism will exist, prior to the annual review, for staff to put forward a case for consideration by the committee.  The process by which the committee reaches a decision and the criteria used should be explicit.

A clear mechanism should exist to ensure that all decisions are properly communicated to staff in order that misunderstandings do not occur and every effort is taken to avoid giving rise to grievance.  The committee may wish, at its annual staffing review, to consider every member of staff's eligibility for pay enhancement, in order to ensure that no one is overlooked, either in error or by intent.

It is advised that reference be made in the policy to the need to follow the governing body's accepted grievance procedure if a member of staff has a grievance relating to his/her pay.

APPENDIX 1.1:  SUGGESTED TERMS OF REFERENCE FOR A GOVERNING BODY PERSONNEL COMMITTEE
1.
The Personnel Committee will comprise the following:


..... Governors plus the head teacher.

2.
The Personnel Committee does not have the power to co‑opt additional members without the consent of the full governing body.

3.
The chairman of the Personnel Committee will be elected by the committee; when the chairman is absent members of the committee present will elect an acting chairman.

4.
An agenda shall be received and minutes provided for each meeting of the Personnel Committee.


............................... will act as clerk to the committee.  Any decision or action taken by the Personnel Committee will be reported to the next meeting of the governing body by means of the minutes.

5.
The governing body delegates to the Personnel Committee the following powers:


(i)
Drafting a whole‑school staffing/pay policy for the governing body's approval; implementing the agreed policy, and thereafter reviewing and revising the policy on an annual basis for subsequent approval by the governing body.


(ii)
Determination of staff duties, grading and remuneration in accordance with the Policy Statement on Staffing agreed by the governing body.


(iii)
The power to suspend, in accordance with the appropriate procedures, any person employed to work at the school where his/her exclusion from the school is required.  (The head teacher also has this power by virtue of his/her office but must immediately inform the governing body.)*


(iv)
Determination that any person employed to work at the school should cease to work there (with the exception of persons employed to work solely in connection with the provision of school meals, who are the responsibility of the School Catering Manager)*.


(v)
The application of disciplinary rules and procedures relating to staff.


(vi)
The application of procedures which afford staff the opportunity to seek redress for any grievances relating to their employment.

6.
Any member of the Personnel Committee who has a direct or indirect pecuniary interest, i.e. a greater interest than the generality of governors, in any matter which is the subject of consideration by the Personnel Committee shall, at the meeting, disclose the fact; and:-


(a)
take no part in the consideration or discussion of the matter;


(b)
withdraw from the meeting during such consideration or discussion;  and


(c)
not vote on any question relating to the matter.

*
The LEA must also be informed at the earliest opportunity.

N.B. These terms of reference do not include delegated power to make staff appointments because many schools will wish to make separate arrangements whereby power is delegated to the head teacher and one or more named governors, or governors as available, depending on the nature of the post.

APPENDIX 1.2:  GUIDANCE ON THE USE OF THE PAY DISCRETIONS: TEACHERS OTHER THAN HEAD TEACHERS AND DEPUTY HEAD TEACHERS

The pay spine for classroom teachers consists of 18 full points ranging from point 0 to point 17 and of half points throughout the range.  In some cases governing bodies have discretion to award full or half points.

(a)
Award of Points for Experience


The governing body must award one point for each year of service satisfactorily completed by a teacher up to a maximum of nine points in the case of a teacher who is not a good honours graduate/higher degree holder, or seven points in the case of a teacher who is a good honours graduate/higher degree holder.


Subject to the maxima described above, a governing body may award up to one point per year for years of experience in employment other than teaching  which it considers of value to the performance of the teacher's duties.


Particular care will be needed in allocating points to mature entrants to the teaching profession.  Current LEA policy in such cases is to award points on the basis of age and directly relevant experience, subject to a maximum of five additional points.  This arrangement maintains the differential of two points between graduates and good honours graduates and ensures that a mature entrant does not start his/her teaching career at Point 9, which is the maximum point on the pay spine which can be achieved by a teacher not in receipt of additional points for responsibility, excellence and recruitment and retention purposes.


Once awarded, experience points, whether originally mandatory or discretionary, may not be taken away, regardless of whether the teacher remains in the same school or obtains a post in another school.

(b)
Award of Points for Additional Responsibilities

Up to five points may be awarded to a teacher who "undertakes specified responsibilities beyond those common to the majority of teachers".  Teachers with similar levels of responsibility should be awarded the same number of responsibility points.  In all cases the additional responsibilities should be linked to a clearly defined job description.


It is not intended that every task which a teacher undertakes outside the classroom is rewarded with a point or points for responsibility.  The purpose of responsibility points is to reward teachers who undertake specific responsibilities beyond those common to the majority of teachers.


The governing body may award responsibility points on a temporary or permanent basis.   In cases where points are awarded on a temporary basis, e.g., for a major one‑off task, it is recommended that the point(s) should be held for at least one term.


A single point cannot be shared between two or more full-time staff - equally a 0.5 fte teacher cannot hold more than the 0.5 proportion of a point.

(c)
Award of Points for Excellence

Up to three points may be awarded for excellent performance, having regard to all aspects of a teacher's professional duties but in particular to classroom teaching.  Points for excellence in one year do not carry forward automatically to the next: they are tenable until the 31st August following their award.  The governing body must decide whether any excellence points should be retained for a further twelve months. 


It cannot be emphasised too strongly that the basis on which decisions are made with respect to points for excellence should be totally clear and explicit to all staff in the school.  Where a governing body intends to award points for excellence, the school staffing policy should therefore include a clear statement of how the governing body intends to assess excellence.  


The staffing policy should detail the criteria which the governing body will use and each criterion's weighting, e.g. how much weight would be placed on any measurable outcomes of a teacher's work with particular groups of pupils.  Where subjective assessments are made it is important to decide who they should be made by, in what circumstances, and the ways in which the governing body would ensure that every teacher's case for excellence points was fairly considered.

(d)
Award of Points for Recruitment and Retention

The governing body may award up to two points to a teacher who is employed "to teach subjects in which there is a shortage of teachers", or "in a post which is difficult to fill".  It is for the governing body to decide whether it wishes to use this discretion and, if so, to judge whether a teacher meets these criteria.


The governing body must review recruitment and retention points every two years.  This must be done "biennially on the 1st September commencing with the second 1st September after their initial award".  At the time of the review governing bodies will need to consider whether the circumstances of the school have changed since the points were last awarded and, if so, whether the teachers who had previously been awarded these points should continue to receive them.

(e)
Award of Points for Special Educational Needs

A teacher in a special school, or a teacher in an ordinary school who is employed wholly or mainly in teaching pupils with Statements of Special Educational Needs or hearing impaired or visually impaired children, must be awarded one point.


A second point may be added where, in the view of the governing body, the teacher's experience or qualifications are particularly relevant to the work he/she undertakes.  It is therefore important that those schools to which this discretion applies ensure that the school's staffing policy details the criteria which must be met for the award of the second point for special educational needs.  The possession of a specialist qualification in special educational needs is likely to enhance a teacher's practical skills and will be one of the factors which a governing body will wish to bear in mind when judging a teacher's professional expertise and experience. Equally, experienced expert teachers of pupils with Statements of Special Educational Needs will have learned how to deploy a wide range of strategies and teaching methods successfully and appropriately in order to contribute directly to the promotion of pupils' learning.


The additional point for special educational needs cannot be awarded to teachers who are not wholly or mainly teaching pupils with Statements of Special Educational Needs or hearing impaired/visually impaired children.

(f)
Withholding of an Experience Point on the Grounds that Service in the preceding Year has been Unsatisfactory

A governing body may not use this discretion unless the teacher has been notified in writing before the end of the subsequent school year that his/her service has been unsatisfactory and that the next experience point will be withheld.


A teacher whose performance is causing concern should be informed in advance if the governing body is considering withholding an experience point.  If, having taken the advice of the head teacher, the governing body concludes that the year's service has been unsatisfactory and that an experience point should not be awarded, the teacher should be given written notification of this decision and of the reasons for it, and should be given appropriate support and training to help his/her performance improve.  The governing body may at any later date decide to award an experience point for the year's service in question, where it judges that it would be right to do so.


Governing bodies are recommended not to follow this course of action without very good reasons and only as part of an agreed unsatisfactory performance/disciplinary procedure.  No teacher should find him/herself in this position without prior warning and unless clear reasons for such action have been made known to the teacher.  Professional advice and support are essential in such cases.

APPENDIX 1.3:  GUIDANCE ON THE USE OF THE PAY DISCRETIONS: THE PAY POINT ON THE HEAD TEACHER & DEPUTY HEADTEACHER SPINE
Schools are assigned to one of six school groups according to their age-weighted unit total.  Each of the six groups covers a range of points on the pay spine; the ranges vary in length from a minimum of 8 points to a maximum of 15 points.  These ranges are not incremental scales carrying with them the expectation of automatic progression.

Head teachers and deputy head teachers were assimilated to this spine on  1st January, 1991.  This assimilation took account of the school's previous unit total and this Authority accordingly recommends that governing bodies should consider the unit total of the school when determining the minimum salary to be awarded to a new head teacher or deputy head teacher.  Current recommended minimum salaries for new appointees within each group range according to unit total are detailed in Chapter 5.

A governing body has discretion to pay its head teacher and deputy head teacher(s) at higher points in the appropriate school group range, than the January 1991 assimilation point.

In deciding whether or not to promote a head or deputy head within a particular group range the Document states that the governing body should have regard in particular, but not exclusively, to the following criteria:-

(i)

the responsibility of the post;

(ii)

the social, economic and cultural background of the pupils attending the school;

(iii)

whether the post is difficult to fill;

(iv)

whether there has been a sustained high quality of performance by the head teacher or deputy head teacher in the light of performance criteria previously agreed between the relevant body and the head teacher or deputy head teacher as the case may be.

This advice appears to suggest that promotion within the group range should be dependent primarily on responsibilities and performance.  In this context governing bodies should pay particular regard to the implications of paying heads/deputy heads a higher salary when these individuals already are in receipt of a protected salary.

A governing body also has discretion to pay its head teacher and deputy head teacher(s) a higher salary than that found within the normal group range for the school.  The governing body is free to use this power if it considers that the salary is not adequate, after consideration of the duties, responsibilities, performance of the head or deputy or the circumstances of the school.  In exceptional circumstances this power can be applied to a newly appointed head teacher.  Governing bodies should have regard to the implications for the career prospects of heads and deputies if they are paid at salary levels normally associated with schools of larger size.

It is strongly recommended that a decision to pay a head teacher or deputy head teacher outside the normal group range is not taken lightly.  Careful consideration of performance and responsibilities particularly with respect to the needs of the school, its particular circumstances and the school development plan will be necessary.  Education Officers would be happy to assist governors in this process.

The Authority's advice on each of the criteria which the Document requires Governing Bodies to consider is detailed below.
(i)
Responsibility of the Post
The Authority considers that the January, 1991 assimilation point implicitly acknowledged the varying responsibilities of these senior posts.  Additional factors which could be deemed to increase the responsibilities of the post beyond the norm for a school of comparable size are, for example, a split site or the existence of a separate unit on a mainstream school site for pupils with special educational needs.  (head teachers of schools which have special units attached already receive additional payments in this Authority).  Care would be needed to avoid double counting of responsibilities - for example, adjustments in the school's management structure may recognise the problems that split sites can bring.

In considering whether the responsibilities carried by particular heads/deputy heads would warrant enhanced salaries, it will be helpful to have regard to the conditions of employment which all postholders must fulfil as a normal part of their employment.  (Part VIII Teachers' Pay and Conditions Document 1993.)  The generic job description for a Head Teacher which is available from the HR & OD may also provide additional useful information.

(ii)
Background of the Pupils
Under this heading the conventional indices of need would include factors associated with educational underachievement - for example, an above average incidence of social stress (poverty, poor housing, family instability) or a concentration of pupils presenting individual difficulties (low levels of intellectual/personal development, poor communication skills, mother tongue other than English).

Governing bodies would need to identify any factors which primarily place exceptional demands on the head and/or deputy head - i.e., which are not common to the assistant teachers, who would not of course stand to benefit financially.  It would be extremely difficult to argue that children's learning or social problems fall disproportionately on heads/deputies since in the main they will be tackled by classroom teachers.  A stronger case could possibly be made for acknowledging any exceptional managerial demands arising from the background of the pupils, e.g. establishing effective relations with parents in support of their children.

(iii)
Difficulty in Filling a Post
By definition this would be a criterion more appropriate to enhancing the salary of a the prospective rather than a serving head/deputy.  It is recommended that this criterion is only used where experience has proved that it is necessary to readvertise a head/deputy head post in order to make a satisfactory appointment.

(iv)
Exceptional Levels of Performance
It is strongly recommended that promotion within the school group range should principally be determined by application of this criterion.  In order to assess performance it is important to identify the individual's key accountabilities and then determine appropriate achievable objectives which are challenging and measurable and relate to these accountabilities.

Where a governing body wishes to reward performance it will be necessary to keep the performance assessment process separate from the appraisal process.

Detailed guidance on head teacher performance management is attached as Appendix 1.4.
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1.
Introduction

Performance management and performance-related pay can be of great benefit to a school and to the head teacher.  The experience of many employers introducing performance-related pay, however, is that it has created problems and has not achieved its original objectives.  It is clearly a high risk option and governing bodies are, therefore, advised to consider it very carefully before deciding on its introduction.


These guidance notes offer a framework for head teacher performance management.  They do not purport to be a Croydon LEA Head Teacher Performance Management Scheme.  Some head teachers and governing bodies may wish to adopt such an approach;  others may not.  The performance management approach does not have to be linked with performance related pay.  Indeed, research has shown that it is desirable to have a performance management scheme in place for some time before the link to pay is made.


However, if a governing body wishes to recognise enhanced achievement and performance by using its discretionary powers to reward a head teacher, then the Authority strongly recommends that it institutes a performance management scheme in accordance with this general guidance.


At the centre of the aims of any school should be the aim of ensuring that all pupils achieve the best of which they are capable.  The head teacher should play a crucial role in moving the school forward by ensuring that the aims of the school are central to the school development plan.

2.
The School's Purpose

Every head teacher has a professional duty to lead a process of institutional self‑evaluation in order to keep the work and organisation of the school under review.  Such self-evaluation must take account of the school's stated aims and objectives;  the act of self-evaluation will help to clarify what the school is seeking to do and to identify whether or not it is progressing towards achieving its aims.


Too often this self-evaluation takes place in an unstructured and subjective way.  There is a great need to turn the objectives of the school development plan into management goals for all appropriate staff, expressed as definite targets to which budgets are assigned where necessary.


It is essential to establish at the outset the method of evaluating the extent to which the targets have been met.  At the same time as defining and setting targets, performance indicators, which can fairly reflect a school's progress towards those targets, should be agreed.

3.
Criteria For School Effectiveness

HMI, drawing in 1988 on their experience of inspecting nearly 200 secondary schools, published 12 criteria which in their view are common to the best schools:


"1.
Good leadership - by heads, deputies, departmental and pastoral staff.


 2.
Clear aims and associated objectives, translated into classroom practice, implemented and monitored.


 3.
Emphasis on high academic standards, encouraging all pupils to achieve to their potential.


 4.
A relevant, but orderly and firm, classroom atmosphere.


 5.
Good relationships with pupils who were encouraged to express views, understood the purposes of lessons and were strongly motivated.


 6.
A coherent curriculum, well planned and implemented and serving the needs of pupils.


 7.
Concern for pupils' development as individuals in society, with a commitment by staff to their personal and social development and effective guidance.


 8.
Well-qualified staff, with experience and expertise - skilfully deployed and in receipt of appropriate development and training.


 9.
Suitable and respected working accommodation with appropriate specialist rooms and an aesthetically stimulating environment.


10.
Effectively deployed and managed material resources.


11.
Good relationships with community, parents and governors.


12.
The capacity to manage change, solve problems and develop organically."

4.
The Performance Of The Head Teacher

The performance of a head teacher cannot be divorced from the school's performance.  The School Teachers' Pay and Conditions Document gives governing bodies the discretion to enhance a head teacher's salary for four reasons.  The Document states:


"In using its discretionary powers the governing body should have regard in particular, but not exclusively, to the following criteria:-


(a)
the responsibilities of the post;


(b)
the social, economic and cultural background of the pupils attending the school;


(c)
whether the post is difficult to fill;


(d)
sustained overall performance by the head or deputy head which appreciably exceeds that normally expected from holders of such posts."


If a governing body wishes to reward a head teacher's performance, then clarity about targets and performance indicators for the individual becomes essential.  The indicators should not be ends in themselves, nor be presented as such:  they should be interpreted in context.


Useful indicators focus on a key aspect of performance and must have a clear point of reference.  They best centre on comparison with the previous performance of the individual rather than on that of other individuals.  This establishes a benchmark for assessing future performance.

5.
Issues For Consideration By Governing Bodies

Governors are advised to ask themselves a number of questions. 


(i)
Are you clear about the reasons for introducing performance related pay?  Is its introduction consistent with your staffing policy for all staff?


(ii)
Are the governors prepared to invest the additional time and effort needed to make performance-related pay a success?


(iii)
Is there a sufficient degree of common understanding between the governors and the head teacher about what is expected as "normal performance" and what constitutes high standards of performance for the school?


(iv)
Is there a sufficient degree of common understanding between the governors and the head teacher about the relevance and value of performance-related pay?


(v)
Do you feel confident about setting practical, demanding and achievable performance standards and objectives for the head teacher?


(vi)
Do you have good enough arrangements for determining clear plans and objectives for the school, against which the individual performance of the head teacher can be assessed?


(vii)
Are you confident that you can receive enough information to make sufficiently reliable judgements on which to base performance‑related pay?


(viii)
Are you satisfied that the salary level of the head teacher post, in relation to its duties and responsibilities, is a suitable base from which to develop performance‑related pay?


(ix)
Are you sure that pay for performance will not be confused with other pay issues such as the level of duties and responsibilities and the question of recruitment and retention?


(x)
Is there sufficient money available in the school budget now and in the future to reward the head teacher appropriately for enhanced performance?


(xi)
Are you satisfied that the introduction of performance-related pay is a priority for the school in relation to the other needs of the school?


(xii)
Would you feel confident in holding discussions with the head teacher about his/her performance and in making judgements about the performance and rewards which he/she should receive?  Would you be prepared to say "no" if necessary at the end of this process?


It is obviously not necessary to answer "yes" to every question but governing bodies may need to consider whether their school is yet ready to benefit from performance‑related pay if there is a general pattern of negative or doubtful replies.

6.
Features Of Performance Management
· Good communication between the parties involved is essential - expectations may not always be met at the end of the process and this outcome will have to be managed.

· Reasonable time must be allowed for consultation between the involved parties and preparation of the Performance Management Scheme.

· Additional renumeration should be for performance NOT additional responsibilities.

· A creditable and well designed appraisal system should be in place first.  The appraisal system should be kept separate from the Performance Management Scheme;  the two schemes preferably should operate within different time cycles.  Any interview with respect to performance-related pay should be totally separate from an appraisal interview.

· The design of a performance management scheme should not be a one-off exercise - the scheme should evolve over the years and could be used as a mechanism to update the job description.

· A performance management scheme relates to an individual's performance within the context of his/her particular school.  Comparison with the perceived performance of individuals in other schools is irrelevant.

· Training in performance assessment and management is highly desirable as the messages involved must be well communicated and received.

7.
The Performance Management Process

(i)
Look at the job description and identify the minimum possible number of key accountabilities to encapsulate the whole job description.  Define these.

(ii)
Determine appropriate objectives which could reflect the fulfilment of key accountabilities.  At this stage reference should be made to the head teacher's appraisal targets and care should be taken to ensure that appraisal targets and performance management objectives are feasible and compatible.



These objectives should be agreed between the head teacher and assessors and then recorded.  Most, if not all, of these objectives should relate to the School Development Plan.


(iii)
Identify possible performance indicators, both qualitative and quantitative, taking care to remember the main purpose of the job.  It should be clear that not all indicators can be of equal weight.  These performance indicators should be set within the context of the School Development Plan.



An indicator is not an end in itself, it is not a measure.  Indicators do not provide conclusions though they can signal areas which may require further investigation.


(iv)
Performance management should relate to sustained effective performance in all the key accountabilities.


(v)
Where ratings related to the performance indicators are to be used, they should be agreed with the head teacher before the start of the scheme.  The rating should be linked to the reward system.


(vi)
A performance review interview between the head teacher and assessors should take place at the end of the twelve month period.  External factors which may have had an effect on the head teacher's ability to meet the set objectives should be given consideration.


(vii)
An appeal mechanism should be in place in order to address any grievances where a head teacher feels that his/her work has not been correctly assessed.

8.
Who Assesses?

In the initial stages, a committee of the governing body would need to be set up, probably consisting of two or three governors, one of whom it is recommended should be the chairman of the governing body.  The governing body may wish to invite an external facilitator to advise the committee.  Before the performance management scheme is implemented, it is recommended that advice is sought from Inspectors/Education Officers in order to assist governors, in consultation with the head teacher, to draw up the key accountabilities, objectives and performance indicators.


Consideration needs to be given to confidentiality.  It is recommended that the whole governing body should know the objectives and at the end of the process, without reference to the detail, the outcome.

9.
Financial Enhancement

The School Teachers' Pay and Conditions Document gives a governing body the discretion to award temporary or permanent salary progression within the head teacher salary spine, the extent of the progression depending on the rating awarded.

10.
Timescale

The timing of the performance cycle is important.  It is suggested that agreement on the performance process is reached during the Summer term and that the assessment period commences at the beginning of the Autumn term with review at the end of the following Summer term.

At the end of the year this committee should meet with the head teacher in order to agree the performance against the criteria and decide, where relevant, on the rating to be awarded.

APPENDIX 1.4:  EXAMPLES OF KEY ACCOUNTABILITIES, OBJECTIVES AND PERFORMANCE INDICATORS
SUGGESTED KEY ACCOUNTABILITIES
(i)
School Development Plan

To draft a development plan in consultation with staff and the governing body which reflects the aims of the school and is a useful aid in ensuring that the short-term and long-term needs of the school are met;  and thereafter to maintain, implement and keep under review the agreed development plan.

(ii)
Curriculum

To deliver a broad, balanced, relevant curriculum which meets the requirements of both the National Curriculum and the Local Education Authority curriculum policy and which ensures continuity and progression of skills and knowledge, whilst being sufficiently differentiated to meet the needs of all children.

(iii)
Pupils' Achievement/Teaching Standards

To establish, maintain, develop and monitor an appropriate and effective teaching and learning policy throughout the school.

(iv)
Management of Staff

To manage effectively all staff of the school by establishing, maintaining and developing organisational structures and systems which promote a positive working environment in which each individual's skills, abilities and potential can be developed.

v)
Communication Systems - External Environment

To establish, maintain and develop effective channels of communication and good working relationships with parents, the governing body, the LEA, external agencies and the wider community.

(vi)
Resources

To ensure efficient and effective management of the human, financial and material resources available to the school.

(vii)
Personal Development

To identify knowledge and skills which should be developed further in order to promote personal effectiveness in the role of head teacher.

EXAMPLES OF OBJECTIVES
It is stressed that these are presented as examples only.  Each school would need to identify its own objectives after the key accountabilities had been determined.

(i)
School Development Plan
· Consult, prepare and agree terms of reference and timescale for staff and governor involvement in SDP review by (date).

· Present draft SDP to governing body by (date).

· Review school's aims and objectives and previous year's SDP in the light of legislative and other changes which have occurred and prepare report and recommendations for presentation to governing body by (date).

(ii)
Curriculum
· Prepare report for governing body by (date) charting progress of National Curriculum implementation within the school to date and future plans and timescale.

· Establish working group of staff to identify best organisational framework within the school to deliver cross-curricular themes and dimensions:  to report back by (date).

· Review format of curriculum policy documents by (date).

· Establish working group of staff to review existing record-keeping policy in the light of SAT requirements - to submit report by (date).

(iii)
Pupils' Achievement/Teaching Standards
· Establish timetabled classroom observation (outside the appraisal process) of all teachers by the school management team in order to observe each teacher twice in the academic year.

· Institute system for the monitoring of the effectiveness of the homework policy.

· Produce detailed analysis of external examination results with recommendations for strategies for future consolidation/improvement for presentation to governing body by (date).

· Establish working group of staff to review the school discipline policy in the light of the Elton Report recommendations - to submit report to governing body by (date).

(iv)
Management of Staff
· Establish updated job descriptions for all staff by the end of the Autumn term.

· Introduce formal appraisal of all senior staff and allowance holders by the end of the academic year.

· Review system of departmental and staff meetings in order to maximise effectiveness of staff communications.

· Build up personal working relationship with staff in order to encourage and motivate staff.

(v)
Communication Systems - External Environment
· In consultation with the chairman of the governing body, review the presentation of information (and its format) to the governing body.

· Introduce termly newsletter to parents which focuses on curriculum developments.

· In consultation with the LEA and governing body, identify and introduce areas of joint training for governors and staff.

(vi)
Resources
· Keep within cost budget of (?).

· Review ways in which income could be generated by more creative use of school amenities by (date).

· Introduce system to record and monitor ethnic origin, gender, language and religion of pupils and staff by (date).

· Ensure all necessary repairs and maintenance are undertaken to maintain the condition of buildings within budget.

(vii)
Personal Development
· Identify and attend appropriate professional development course(s).

· Gain a clearer personal understanding of the National Curriculum requirements.

EXAMPLES OF PERFORMANCE INDICATORS
Both qualitative and quantitative performance indicators have value.  The effectiveness of a school and the performance of its head teacher cannot be judged adequately by reference to a few statistics.  An individual indicator only conveys limited information and should not, therefore, be overrated but should be seen as part of the overall performance management process.  Performance indicators, like key accountabilities and objectives, should be agreed between the head teacher and assessors at the outset of the process.

The questions suggested below are merely some examples of many which could be used to identify performance indicators in order to assess a head teacher's effectiveness and promote performance enhancement.

(i)
School Development Plan
· Does the school have:

· a development plan? and

· a written statement of overall educational objectives?

· How are the school's objectives promulgated?  Who has copies of the statement of objectives?

· What arrangements are established for monitoring how well the school's objectives are met?  How effective are these monitoring arrangements?

· What arrangements exist for monitoring and evaluating the educational consequences of the school's allocation of financial resources?

(ii)
Curriculum
· Do the consultative procedures for the formulation of curriculum policy documents encourage appropriate contributions from all teachers, governors, parents?  Are there cross-curricular policies, e.g. multicultural education, special educational needs, sex education, equal opportunities, health education?

· What discussions have taken place in the past year of major curriculum publications, both within the school as a whole and within departments/ faculties?

· How does the school check that it is meeting the needs of pupils of all abilities throughout the school?

· What mechanisms exist to ensure that regular checks are carried out to ensure that the curriculum on offer in the classroom is matched to the needs and potential of the pupils?

(ii)
Pupils' Achievement/Teaching Standards
· At the end of each key stage, what is the percentage of pupils at the various levels compared with levels predicted by previous key stage attainment data?

· (Secondary)  What are the numbers of pupils obtaining 1+ and 4+ GCSEs at grades A-C and numbers of pupils obtaining 1+ and 4+ at grades A-G compared with the predictions made at end of key stage 3?

· To what extent do homework, internal assessment and testing procedures reflect the school's aims and objectives?

· What is the:

· average percentage attendance? and

· number of exclusions for each year group over the previous three terms?

· (Secondary)  What system does the school use for the monitoring of option and career choices which take account of gender, ethnicity, social disadvantage and special educational needs?

(vi)
Management of Staff
What is the staff absence pattern in the previous three terms:



(i)
for INSET? and



(ii)
for other reasons?



Is there a sickness monitoring procedure?

What is the staff turnover rate compared with the Authority's average staff turnover rate for the same phase?  Is there a trend when compared with the rates for previous years?  Are exit interviews conducted?

What arrangements exist to identify staff development needs:



(i)
in terms of the school's needs? and



(ii)
in individual career development terms?



How are these needs met?

(v)
Communication Systems - External Environment
What routine procedures exist for conveying information to parents?  How does the school encourage the involvement of parents so that home and school can work together for the benefit of pupils?

To what extent are parents, governors and members of the local community involved in curriculum delivery through sharing their knowledge, expertise or perceptions with pupils?

What mutually beneficial links have been developed with other local schools?

(vi)
Resources
How does the school ensure relevance and appropriateness of resource allocation to meet pupils' learning needs in terms of time allocation, deployment of equipment and materials, accommodation and allocation of specialist staff?

What arrangements exist for all staff to discuss the basis upon which resources are required and allocated?  What is the process whereby shortfalls or surpluses are identified?

What is the number and range of school teams, clubs and voluntary community service activities?

Do the number of teachers in various specialisms match the curricular needs of the school?

(vii)
Personal Development
What mechanisms exist to keep the head teacher aware of current educational developments?

Is support available to the head teacher from the senior management team, the Local Education Authority, the governing body?




2
2
Chapt 1 School Staffing Policy

