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Purpose and scope 
The Sancta Familia Catholic Academy Trust Appraisal Policy sets out a clear, values-based framework to 
support the professional development of all employees. Rooted in our belief that every person who works 
in our schools brings unique gifts and a vocation to serve. The purpose of this policy is to ensure that every 
member of staff — teaching and support — has access to regular, meaningful, structured conversations 
about their work, their growth and their contribution to our shared mission. 

Appraisal at SFCAT is first and foremost a developmental process. It is designed to celebrate strengths, 
provide honest and constructive feedback, identify professional development needs and support each 
person to grow in their role. It is not a process of judgment, and it is explicitly not linked to capability. 

Appraisal and capability are entirely separate processes at Sancta Familia Catholic Academy Trust. Where 
performance concerns arise that cannot be resolved through normal appraisal conversations, the Trust’s 
separate Capability Policy and Procedure will be applied. 

 

Our values and approach 

As a Catholic Multi-Academy Trust, we believe that every person who works in our schools brings unique 
gifts and talents. Our approach to appraisal is rooted in that belief and in our core values of love, service, 
humility and faith. 

We do not see professional development as a compliance exercise. We see it as an invitation to grow, to 
reflect, to serve more effectively, and to become a little better tomorrow than we were today. In the spirit of 
St Augustine, we know that the higher the structure is to be, the deeper must be its foundation.  

Our appraisal process at Sancta Familia should help all staff to be a little bit better tomorrow than they are 
today and build on the already strong foundations of each individual.  

 

Who this policy applies to 
This policy applies to all employed staff at Sancta Familia Catholic Academy Trust, across all academies, 
including: 

 

• All teaching staff (full-time and part-time), including ECTs in their second year and beyond. 
• All support staff (full-time and part-time), including teaching assistants, administrative staff, site 

and facilities staff, catering and midday staff, and specialist support roles. 
• Middle and senior leaders, including Heads of Department, Phase Leaders, Assistant and Deputy 

Headteachers, and Headteachers. 
• The Trust Executive Team (see Section 12 for the specific process that applies to this group). 

 

The policy does not apply to staff during their statutory induction period (ECTs in Year 1), staff on contracts 
of less than one term, or staff who are subject to the Trust’s Capability Policy (whose PGP or Annual Review 
will be placed on hold for the duration of that process – see Section 9). 
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Personal Growth Plan (PGP)  
Personal Growth Plans (PGP) are the basis for the appraisal documents for all staff at Sancta Familia. It 
replaces the traditional appraisal objectives form and reflects our belief that growth is not something that 
happens to us — it is something we choose, with humility and courage, in service of the children and 
communities we are called to serve. 

PGPs are designed to support a culture of genuine professional growth rather than compliance. It is a living 
document — a personal expression of each teacher's vocation and commitment to being a little better 
tomorrow than they were today. 

What the PGP covers 

The PGP operates across four levels, reflecting the layered nature of a teacher’s professional context: 

• Trust level – the Trust’s Master Plan and Big Moves for the year (pre-filled). 
• School level – the school’s Master Plan and priorities, completed by the Headteacher. 
• Department or Phase level – completed with the Head of Department or Phase Leader. 
• Personal level – the individual teacher’s strengths and talents, areas for growth, and Big Moves 

(goals that they are focused on achieving this year).  
 

Setting goals 

• All colleagues set up to four priorities in their PGP. In practice, most colleagues will decide two or 
three, plus a goal linked to one of our Trust-wide pillars: 

o Big Move 1 and 2 are typically school or department priorities agreed with the Headteacher 
or subject / key stage / year group lead. For Headteachers, senior leaders, heads of subject, 
heads of key stage / phase and year group leads, these two targets are likely to be covered in 
their whole school or subject or year group improvement plan. There is no need to replicate 
those plans here. For UPS teachers, one of these targets should record how their highly 
competent skillset is leading to substantial and sustained improvement at their Academy. 

o Priority 3 is the member of staff’s personal goal – the one area they have chosen because it 
will make the most meaningful difference to their practice this year. 

o Priority 4 is how the teacher is living one of our Trust-wide pillars. For the academic year 
2026-27 this will be: “Personal Development” where every member of trust works hard to 
develop their talents each week.   

 

Goals should be specific, realistic and achievable within the appraisal year. They should be broken into 
small, actionable steps using the PGP action table. The PGP is a living document and should be reviewed 
and updated regularly, and at least half-termly. 

 

Starting strengths 

Before setting any goals, colleagues are asked to record their starting strengths – what they already do well 
and want to protect and build on. This step is integral to the process. Improvement should never come at 
the cost of what is already working well. 
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Part-time staff 

We encourage the number of goals a part-time colleague sets to be proportionate to their hours and 
responsibilities. As a general guide, colleagues working 0.6 FTE or less would typically have one fewer goal 
than full-time colleagues. The Headteacher and line manager should agree what is appropriate in each 
individual case.  

 
Keeping in Touch meetings 

Staff will meet with their line manager three times during the academic year: 

 
• December – Keeping in Touch Meeting 1: review progress, celebrate effort, 

agree next steps. 
• March – Keeping in Touch Meeting 2: mid-year review, feedback and 

adjustments. 
• July – Keeping in Touch Meeting 3: end of year review, celebrate achievements, 

agree direction for the following year. 
 

Feedback is given through Radical Candor – caring personally and challenging directly. There should be no 
surprises in any Keeping in Touch meeting. The PGP is a living document, and line managers should be 
engaged with it throughout the year, not only at formal meetings. 

 
Sign-off 

Draft PGPs must be shared and agreed with line managers by the end of Autumn 1 each year. The 
Headteacher will sign off all PGPs and targets by the end of November. Headteachers’ PGPs are signed off 
by Regional Trust Leads and CEO. 
 

The appraisal cycle and timeline 

All staff will meet with their line manager to review their PGP at least three times per year. The timelines 
below are not merely administrative deadlines — they are moments of intentional reflection, built into the 
rhythm of our school year, giving every member of our community the time and space to grow. 

Schools will set their own specific internal deadlines within this framework, in keeping with our belief in 
autonomy with coherence. The Trust-wide deadlines of three meetings per year are the minimum 
requirements. 

Headteachers are responsible for ensuring that all appraisals are completed within these timeframes — not 
as a compliance exercise, but as an act of care for every member of their team. 

When What 

Autumn term  Teaching staff: Draft PGP completed, shared with line manager for feedback,  



SFCAT Appraisal Policy                                                                                                                                                          

    Page 6 of 11  

(by 31 October) Signed off by Headteacher by 31 October.  

December Keeping in Touch Meeting 1 – line manager reviews progress direct reports PGP and 
feedback is given through Radical Candor on a platform of trust (both ways). 

March Keeping in Touch Meeting 2 – mid-year review of PGP progress.  

June / July Keeping in Touch Meeting 3 and end-of-year review of PGP. Celebrate effort and what 
has been accomplished. Discuss any learning and potential next steps for the 
following year.  

July 

July / August 

Staff survey on appraisal process to form improvements for the following year.  

Collate feedback and embed improvements ready for following year.  

 

Schools will set their own specific internal deadlines within this framework. The Trust-wide deadlines 
above are the minimum requirements.  

Headteachers are responsible for ensuring that all appraisals are completed within these 
timeframes. 

Roles and responsibilities 
All staff 

All staff — Every member of our Sancta Familia family has a personal responsibility to engage honestly and 
actively with the appraisal process. This means completing your PGP by the required deadline, attending 
all keeping in touch or review meetings, updating your goals regularly, and raising any concerns openly with 
your line manager or the Head of HR and Culture. We ask this not because it is required, but because we 
believe that every person in our Trust deserves the opportunity to grow — and that growth begins with our 
own humility and willingness to reflect. 

This appraisal policy does not replace the expectation for all teachers to meet the teacher’s standards, 
and for headteachers, the headteacher’s standards. If there are issues that arise that might mean a 
member of staff falls short of the expectations of the teacher’s standards or headteacher’s standards, this 
appraisal policy may be paused to make sure that colleagues have appropriate support. Initially, and 
unless in exceptional circumstances, this support will initially be through pre-informal support.   
 

Line managers 

Line managers are responsible for conducting appraisals for all staff within their team, providing regular 
constructive feedback throughout the year, and ensuring that the PGP or Annual Review is completed and 
signed off within the required timeframe. Line managers must not use the appraisal process to raise formal 
concerns about conduct or performance – those matters are managed through separate policies. 

 

Headteachers 
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Each Headteacher is responsible for ensuring that the appraisal process is implemented consistently and 
fairly across their academy; that all staff PGPs are reviewed and signed off by end of November; that the 
process is genuinely developmental and not used as a performance management tool in the disciplinary 
or capability sense; and that all staff – teaching and support – receive a fair and meaningful appraisal 
experience. 

 
The Head of HR and Culture 

The Head of HR and Culture is responsible for the Trust-wide implementation of this policy; providing 
guidance and training to line managers and Headteachers; auditing compliance with appraisal deadlines; 
reporting to the Trust CEO and the HR and Wellbeing Committee; and maintaining records of all completed 
appraisals in People Access. 

 

The Trust CEO 

The Trust CEO conducts or oversees the appraisal of Headteachers and the Executive Team, ensures 
consistent implementation of this policy across all academies, and reports on appraisal outcomes to the 
Trust Board. 

 

The Trust Board 

The Trust Board, through its HR and Wellbeing Committee, reviews this policy annually, oversees the 
appraisal of the CEO and CFO through the Pay Committee, and satisfies itself that the process is fair, 
developmental and consistent with the Trust’s Catholic values and statutory obligations. 

 
Appraisal and pay 

From September 2024, the requirement for the appraisal process to lead to performance-related pay 
outcomes for teachers was removed from the School Teachers' Pay and Conditions Document (STPCD). 
Sancta Familia Catholic Academy Trust welcomes this change wholeheartedly — it reflects our belief that 
the motivation to grow and serve should come from within, rooted in our vocation and our love for the 
children and communities we serve. However, we are committed to fairness in pay across all staff.  

Pay progression for staff will be awarded annually in line with the Trust’s Pay Policy. The appraisal process 
informs but does not determine pay decisions. The Trust may only withhold pay progression from a 
colleague who is subject to formal capability procedures (see Section 8). 

 

Pay decisions for support staff are governed by NJC pay scales and the Trust’s Pay Policy. The Annual 
Review does not directly link to pay decisions for support staff, though evidence of professional 
development and contribution may be considered as part of any pay review. 

 

The removal of performance-related pay does not reduce our expectations of professional engagement 
and growth. Every member of staff is expected to participate fully and honestly in the appraisal process. 
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Appraisal and support plans – The separation principle 
The PGP and Annual Review are developmental tools. They are not linked to capability and will not be used 
as the basis for formal capability action. These are entirely separate processes governed by separate 
policies. 

Where a member of staff is placed on an informal or formal support plan as part of the Trust’s Capability 
Policy and Procedure, their PGP will be placed on pause for the duration of that process. The following 
arrangements will apply: 

 

• The PGP is suspended from the point at which the support plan begins. 
• The staff member will continue to receive regular support conversations with their line manager, but 

these will be governed by the support plan, not the PGP or Annual Review. 
• Upon the conclusion of the support plan – whether the outcome is a return to normal appraisal, a 

change of role, or another outcome – the Headteacher with the advice of the Head of HR and Culture 
will agree how and when the PGP or Annual Review process resumes. 

• Any documentation produced during the support plan period is held separately from the PGP or 
Annual Review and governed by the Capability Policy. 

This separation is intentional and important. It protects the integrity of the appraisal process as a space for 
honest, developmental conversation, and ensures that staff are never placed in the position of engaging 
with a growth-focused document whilst simultaneously navigating a formal performance concern. 

 

Line managers must consult the Head of HR and Culture before placing any member of staff on a support 
plan and before suspending or resuming a PGP or Annual Review in connection with that process. 

 

Confidentiality and records 

All appraisal documentation – PGPs, Annual Review forms, Keeping in Touch meeting notes – is personal 
data and must be handled in accordance with the Trust’s Data Protection Policy and the UK GDPR. 
 
Completed PGPs and Annual Review forms must be uploaded to People Access (the Trust’s HRIS) by the 
line manager or HR nominee at each academy. Access is restricted to the individual, their line manager, 
the Headteacher, the Head of HR and Culture and the Trust CEO. Information will not be shared with third 
parties without the individual’s consent except where required by law. 
 
The Head of HR and Culture will report on appraisal completion rates to the Trust CEO and the HR and 
Wellbeing Committee on a termly basis. Individual outcomes are not shared with the Trust Board except in 
summary form. 
 
Appraisal records will be retained in accordance with the Trust’s Data Retention Policy. Records should be 
retained for the duration of employment and for a minimum period after leaving, as set out in that policy. 
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Part-time staff 
Part-time staff have the same entitlement to a fair and meaningful appraisal as full-time colleagues. The 
process is the same; the expectations are proportionate. 

As a general guide: 

• Part-time teaching staff working 0.6 FTE or less: typically carry one fewer personal goal than a full-
time colleague. The exact number is agreed with the line manager. 

• Part-time support staff: one goal rather than two is entirely appropriate. The line manager and staff 
member should agree what is realistic and meaningful. 

The number of goals is less important than the quality of the conversation and the meaningfulness of the 
goals chosen. A well-chosen single goal, genuinely owned and actively worked on, is far more valuable 
than four goals completed as a compliance exercise. 

Part-time staff who work across more than one academy within the Trust will have a single PGP or Annual 
Review, coordinated by their primary Headteacher in consultation with the Head of HR and Culture. 

 

Executive team appraisal 
The Chief Executive Officer and all members of the Trust Executive Team are appraised through a process 
that reflects their strategic responsibilities and the governance structures of the Trust. 

 

Appraisers 

• The CEO and CFO are appraised by the Trust Board, acting through its Pay Committee. 
• All other members of the Executive Team are appraised by the CEO, in consultation with the Board 

Chair. 
 

Cycle and objectives 

Executive objectives are set each Autumn term, reviewed mid-year, and evaluated at the end of the 
academic year, mirroring the Trust-wide appraisal cycle. Objectives are linked to the delivery of the Trust’s 
strategic plan, Catholic mission, financial stewardship and organisational growth.  
 

Confidentiality 

Progress updates and appraisal outcomes for the Executive Team are reported to the Board’s Pay 
Committee. Records are confidential to the Board and the individual, with outcomes reported in summary 
to the full Board where appropriate. 
 

Review of this policy 

This policy will be reviewed annually by the Head of HR and Culture in consultation with the CEO and staff 
representatives and will be approved by the Trust Board. It will be updated to reflect any changes in 
legislation, DfE guidance, or the Trust's own appraisal tools and processes. 
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This policy is based on our values, in particular our first value - love. We aim to love each other as Jesus has 
loved us, as it is written in St John’s Gospel – Jesus said, "Love one another as I have loved you." — John 
13:34 

We are a family of Catholic schools in South London where everyone is known, loved and adds value to our 
community. This policy is an expression of that belief — that every person who works in our Trust deserves 
to be supported, challenged with care, and given the opportunity to grow in their vocation and their service 
to our children and our community. We commend it not as a set of rules, but as an invitation — to reflect, to 
grow, and to serve, and to be a little better tomorrow than we did today. 
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