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The purpose of governance

The purpose of governance is to provide confident, 
strategic leadership and to create robust accountability, 
oversight and assurance for educational and financial 
performance. 

The board should set and safeguard an ethos of high 

expectations of everyone in the school community. 
The Governance handbook
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All Boards, no matter what type of school or how many schools they govern have 
three core functions:

1. Ensuring clarity of vision, ethos 
and strategic direction

2. Holding executive leaders to 
account for the educational 
performance of the organisation 
and its pupils, and for the 
performance management of staff

3. Overseeing the financial 
performance of the organisation 
and making sure its money is well 
spent

1. We set and safeguard the values of our 
school and use these with our 
knowledge of our school to set strategic 
direction so that our school continues 
to improve 

2. We ensure adults in our school are held 
to account to deliver the best possible 
education and care for our children 

3. We ensure we maximise the impact of 
the funding available to us

What does this mean?

What are we holding to 
account for?• Standards of education 

and care provided to our 
pupils

• What else?
• Annual Performance Targets
• Doing the job: Headteachers 

standards/contractual 
requirements
• Leading the school

• Leading the staff

• Leading school improvement

• Leading relationships with 
parents etc

New Headteacher standards were published 14th October 2020. 
Details can be found here:
https://www.gov.uk/government/publications/national-standards-of-
excellence-for-headteachers
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When do we do it?

Monitoring and meetings

• Governors and trustees do 
not hold school leaders to 
account individually

• It is a board responsibility and 
must happen at board 
meetings

• Meeting minutes should note 
challenges, holding to 
account discussions and 
agreed actions

Performance Management

• School Leader Performance 
Management Committee
• Review progress against targets

• Review performance against 
expectations of the 
role/Headteachers standards

• Monitor effectiveness of staff 
performance management 
when approving pay awards

Step 1 - Set standards
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When do we set 
standards?

1. WHERE ARE 
WE?

2. WHAT ARE 
OUR 

PRIORITIES?

3. WHAT IS OUR 
PLAN?

4. HOW ARE WE 
DOING?

School 
Development 

Plan

School Self-
Evaluation (SEF)

Vision and 3-year 
plan

Views of 
stake-

holders
Ethos

Ofsted 
Report

Prior 
Perform

-ance

Reviews

Risks
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Characteristics of a strong 
improvement plan

• Concise – ideally a one page summary

• Collaborative – created with input from key stakeholders/the board

• Clear – rational for each objective

• SMART
• Specific – Meaningful targets that relate to KPIs/ impact on pupils 
• Measurable – clear success criteria that can be evidenced
• Achievable – Sensible number of objectives with realistic targets, taking into 

account implementation considerations, context and cost
• Relevant – addressed areas for improvement identified through self-

evaluation
• Time-bound – specify when results will be achieved, ideally termly milestones

Key Performance Indicators(KPIs)
Quality of Education
Attainment
Progress
Pupil Premium
SEND
Quality of teaching
Accuracy of assessment
Breadth/depth of curriculum

Leadership and Management
Staffing ratios
Staff turnover
Staff development and workload
Parental and staff satisfaction
Parental engagement
Financial indicators
Safeguarding

Behaviours and Attitudes
Attendance and punctuality
Behaviour – exclusions, bullying
Pupil perceptions
Attitudes to learning

Personal Development
Physical and mental health
Extra curriculum activities
Destinations and readiness for next phase
Aspirations
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ACTIVITY: Reflection

❑ As a board are we setting/agreeing standards for our 
school?

❑Are these standards/targets formally documented in the 
SDP or similar?

❑Are the targets SMART?

❑Do the standards/targets show high 
expectations/ambition?

Step 2: Gather evidence
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Monitoring and holding to 
account

SDP target/KPI (clear success criteria)

Governor Monitoring Plan

Monitoring Activity (Plan; Do; Review)

Report

Discuss and action (at board meeting)

Follow-up

Monitoring – evidence and audit 

trail

School Development 
Plan

Policy and statutory 
compliance checklist

Stakeholder 
engagement plan

Governor 
monitoring plan

Governor monitoring 
report

Meeting agenda

Meeting minutes
Link Governor 
Role Profiles
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Purpose of monitoring

• To gather evidence of how the school is doing against key 
success criteria/KPI

• To ensure that information is not solely from school leaders

• To triangulate evidence

• To be able to hold to account

• To ensure the school is performing at the desired level and 
delivering quality education and care for all pupils

Triangulate to Hold to 
Account

Are we where we want to be?
Are we meeting the success criteria/KPI targets?

What the 

data tells us

What the 

school tells us

What we’ve seen 

ourselves

Evidence
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Organisation of monitoring

• Best practice is to have a monitoring plan that covers all 
monitoring related to:
• The School Development Plan objectives/KPIs
• Statutory compliance
• Ethos/Policies
• Stakeholder listening

• Consider monitoring days or monitoring periods organised 
around data drops and meetings

• Be clear on the objectives and questions you want 
answers to as a result of monitoring activities

Template monitoring plan

Non-SDP Monitoring

• Finance

• Risk

• Human Resources including 

performance management, staff 

wellbeing, turnover, absence

• Safeguarding

• Health and safety/site

• Community/stakeholder 

engagement

• Website

• Governor training and 

development
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When to monitor

Assessment

Data available

Monitor

Meeting

Meetings allow you to triangulate 
and hold to account collectively

❑Consider in the plan:  when, what, 

where, who, how

❑Ensure data and other evidence is 

bought together for a holistic view

❑Evidence monitoring through 

monitoring/visit reports

❑Include reports/summaries of 

monitoring in papers for minutes

❑Discuss findings, hold to account 

and any follow-up actions needed

Monitoring reports
Purpose: 
To evidence findings of monitoring and share them 

with the rest of the board 

Key features:
1. Links to monitoring objectives from monitoring plan
2. Lists key questions (shared ahead with school)
3. Captures answers to questions and the evidence 
4. Assess the evidence – are we on track/where we want to 

be?
5. Any concerns?
6. Report back to board – discuss and hold to account as 

required
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Ensure you get the data you 
need to hold to account

• Headteachers report
• RAG-rated SDP
• School On A Page (SOAP)
• Assessment data

• It is up to the board to request the data they need to fulfil their 
responsibilities

• The headteacher is required to provide you the information 
you need to do this

Reflection: Does the information you receive make 
sense, and can you draw conclusions from it?

Step 3. Report and discuss
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ACTIVITY: Reflection

How many hours per year does your full board meet?

❑ 6-8 hours
❑9-12 hours
❑12-18 hours
❑Over 18 hours

What are the things that a board can only do 
at meetings?

Effective Board Meetings

Progress against 
standards/targets is 
discussed

• Achievements praised
• Concerns discussed and 

actions agreed
• Minutes capture the 

challenge and the agreed 
actions

NON STRATEGIC
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Develop a meeting
calendar for boards

• Prompt boards on topics to be covered from a 
statutory perspective

• Prompt boards on key activities such as signing 
off plans, reviewing progress against the SDP

• Alternate between Resource/business focused 
and Standards/curriculum focused meetings

• Ensure the Terms of Reference are absolutely 
clear on what they need to discuss and what 
they don’t. 

• Ensures consistency of practices in MATs at LGB 
meetings and supports the development of 
KPIs

Standards data

• In-year data 
• Progress

• Attainment

• Prior attainment

• National Averages

• Targets

• Consider termly milestones and RAG rating
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ACTIVITY: Reflection

❑Do you have an annual meeting plan and a monitoring plan?

❑Are your meeting agendas giving sufficient time to discuss 
current performance i.e. actuals v targets 

❑Are monitoring findings discussed at meetings?

❑Are holding to account discussions happening at board  
meetings and captured in minutes with corresponding 
actions?

Performance Management
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School Leader 
Performance Management

• Work with an educational expect

• Ensure targets are well defined with clear success criteria

• Consider targets that relate to school standards and 
improvement, as well as to meeting the expectations of 
the role

• Remember to discuss wellbeing, workload, aspirations, 
career development etc

• Ensure discussions are minuted/captured

Holding executive leaders to 
account for the performance 

management of staff
• Does everyone know who their line manager is? 
• Does everyone know who will be completing their performance 

management? Is there an org chart?
• Are those leading performance management trained to do so?
• Is there adequate planning and preparation time given to those giving the 

review?
• How are review meetings organised?
• What types of targets are set?
• How is evidence gathered?
• How do they check for consistency?
• How is under-performance addressed?
• Is there discussion about professional development and support?
• How do staff feel about the process?
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Conclusion
To hold to account follow these simple steps:

1. Be clear on the standards you expect/set – ensure they are 
SMART and the success criteria is well defined

2. Gather evidence

3. Report evidence at meetings, discuss, and hold to account –
agree actions – ensure this is captured in meeting minutes

Take the time to ensure all adults feel valued and well 
managed and held to account in your school

Thank you and happy governing!

Rosemary Lovatt

NLG Advocate East of England and NE London

rlovatt.eenel@tscouncil.org.uk

01277 899565 ; 07739904494

www.NLGeast.co.uk
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