Chair's Guide: Schools Disciplinary Panel
This guide is produced in accordance with the Schools Disciplinary Procedure and Schools Disciplinary Guidance documents, which must be read in conjunction with this guide. 
If you have chaired previous panels, you will have experience in what to expect and how to handle the situation and this guide may help to reaffirm the expectations.  If this is something new to you, hopefully this quick short guide will help provide you with further confidence. 


1. Role of the Chair
As Chair, your role is to ensure the disciplinary hearing is conducted fairly, consistently, and in line with the school's procedures and the principles of natural justice. You are responsible for managing the process, not leading the investigation or acting as an advocate for either party.
There will be two other panel members and they should receive the Investigation Report at the same time as the employee, which is at least 10 working days before the hearing date. If you have not received it in advance, please contact the School Business Manager or the Headteacher to ensure the documents are with you well in advance of the Hearing. 
2. The Role of HR
HR are there to advise the panel on procedure, policy and case law. Note that the outcome of the Hearing is not the decision of HR, this decision is wholly owned by the Panel of Governors. HR are present as an impartial advisor and not as decision maker. 
From previous case law, the over involvement of HR has been cited as unfair. Therefore the following principle applies: 
"HR's role is to provide procedural and legal advice. Findings of fact, assessments of credibility and decisions on culpability must remain with the manager ( Panel)  hearing the case." ( Ramphal v Department for Transport UKEAT/0352/14/DA) 
3. In advance of the Hearing
· Read all papers thoroughly and identify any points requiring clarification. Your role is to objectively consider all evidence presented to you (and only that evidence) and decide whether you believe it is more likely than not that the allegations are proven – and why. When you read the investigation report if you see contradictions, gaps or areas to question it is important that you prepare in advance by noting these down.
· Familiarise yourself with the school's disciplinary procedure and any relevant policies mentioned in the investigation report. For example the Teachers’ Standards, Code of Conduct or other school policies.
· Check that panel members understand their role and have no conflicts of interest. They must have had no prior involvement in the matter and be entirely objective. 
· Impress upon the other panel members that the duration of the Hearing may be unpredictable, they will need to commit to being there for possibly a few hours, especially for a complex case. If they cannot commit to this, you may need to re-arrange or replace the panel member. 
· Check that the time / date / venue have been communicated to all relevant parties. 
· Understand that there may be several people present at the Hearing ( three governors, investigating officer(s)  , HR Representative to advise the panel, employee, Trade Union rep or work colleague , possibly a family member of the employee for moral support , a clerk or note taker and any witness called by the employee or the panel.
· Confirm with the school that all parties have received the relevant documentation in advance.
· Plan the order of proceedings – click here for an agenda 
· Prepare key questions to ask of the Investigating Officer and of the employee. Ensure that at the end of the hearing, you will have asked questions that clarifies your understanding of the evidence. 
· Plan the time allowed for the Hearing in accordance with the number of allegations and the complexity of the case. Allow enough time to ensure that all evidence can be heard, questions asked and there is sufficient time for adjournments if required. It is a serious matter when deciding is an employee keeps or ends their employment with the school and it cannot be rushed.
· Be prepared to make reasonable adjustments if requested by the employee. This may be longer and frequent breaks, giving the employee time to answer and in some instances, issuing the questions in advance of the hearing. One adjustment maybe to move the Hearing online via Teams. 
· If the meeting is on Teams, as Chair you will have to ensure that all parties have access to a webcam with the camera on at all times. It is not acceptable to conduct a hearing without cameras for any panel member.
· Understand that the Trade Union Rep may be asking questions and summarising on behalf of their member. They cannot however answer questions for them.
4. The Hearing
4.1 Opening the Hearing
· Introduce everyone present or allow them to introduce themselves
· Explain the purpose of the hearing and how it will be conducted.
· Confirm that all parties have had access to the paperwork.
· Confirm no electronic recordings are permissible
· Confirm that you will be following the Order of Proceedings as per policy
· Confirm the allegations and state that the employee will have a fair opportunity to present their case. 
· At any point the employee and rep leave the room the investigator needs to leave too. The panel must never speak to one party without the other at any stage of the process on the day. Avoid discussions with the investigator after the hearing as it can appear that collusion is happening and sides are being taken. 
4.2 Managing the Process
· Ensure all parties have a reasonable opportunity to present their case.
· Keep discussions focused on the allegations and evidence.
· Ask open and impartial questions. When doing this break down the allegation with a clear focus on the wording so the panel at the end can articulate what you decide and why.
· Intervene if questioning becomes repetitive, inappropriate or intimidating.
· Take adjournments where necessary, particularly if new information emerges, or if emotions are raised.
4.3 Deliberation
· Ensure the panel considers: 
· What facts have been established?
· Is there sufficient evidence?
· On the balance of probabilities, are the allegations proven?
· If so, is the proposed sanction reasonable and proportionate? Does this correlate to the magnitude of the allegations? 
5. After the Hearing
· Lead a structured discussion among panel members.
· Ensure decisions are based solely on the evidence presented.
· Reach a clear decision and rationale.
· Deliver the decision verbally on the same day to the employee if possible
· Explain which allegations are upheld and why
· Explain what sanctions is issued and the impact of this.
· Written warning on file for 6 months .
· Final Written Warning on file for 12 months
· Summary Dismissal with no notice ( immediate effect ) etc
· Confirm any right of appeal.
· Ensure accurate notes are maintained.
· After the employee leaves, confirm with HR and the Headteacher when the outcome letter will be prepared and issued. 
6. Appeal
The employee has the Right of Appeal, which must be submitted within 10 working days of receiving the outcome letter. 
If there is an Appeal, you will have to attend the Appeal Hearing.
Here,  you will explain the rationale of the original decision, and why that chosen sanction was selected. You may be asked questions by the Appeal Panel. 
The Appeal will be heard by a Panel of three different Governors from the original hearing and a different HR representative will be present. 
Prepare for the Appeal be ensuring you have understood why the employee is appealing, and the logistics of the Appeal Hearing – date, time, location. 

Top Tips for Chairs
· A tribunal will consider:
· Is there a fair reason to dismiss? Conduct is one of the five fair reasons
· On the band of reasonable responses would the sanction given be what other reasonable employers give, Not schools specifically but employers generally
· The Disciplinary policy determines what the employer considers to be gross misconduct and misconduct and it is not an exhaustive list. Know where the allegations sit against those acts.
· Then decide as a panel are the allegations proven on the balance of probability (more likely than not they did happen).
· If yes then the starting point is instant dismissal and you move on to consider mitigation.
· Any mitigation raised in the investigation or at the hearing needs to be considered by the panel and the outcome needs to specifically say whether you believe this mitigation explains the conduct sufficiently for there to be an alternative to dismissal. That could be demotion (considering if the conduct in a more junior role would be acceptable), a final written warning or first written warning if you believe what is more likely than not to have happened is minor misconduct.
· Length of service, prior record, reflection, learning, remorse and operational factors in the school, as well as health or family issues are often mitigation that need to be considered.

✅ Stay neutral and remain open minded. Avoid acting like you've formed a view before hearing all the evidence.
✅ Control the room – good process management is often more important than asking lots of questions.
✅ Listen more than you speak – your primary role is to facilitate a fair hearing.
· Ask the employee at the end if they are satisfied they have had an opportunity to make their case.
✅ Focus on evidence, not opinion – ask "What evidence supports that?" whenever necessary.
✅ Use adjournments wisely – a short break can help the panel reflect and avoid rushed decisions.
✅ Keep sanction separate from culpability – first decide whether allegations are proven, then consider any sanction. Not all allegations need necessarily be proven for the most severe sanction to apply. Be balanced and honest as a panel about each allegation in turn.
✅ Be proportionate – consider consistency with previous cases where appropriate, while treating each case on its own merits. The HR Adviser will advise on this.
✅ Record the rationale – a well-documented decision is easier to explain and defend if challenged.
Common Pitfalls to Avoid
· Appearing to take sides.
· Allowing the hearing to drift into unrelated issues.
· Relying on information not presented during the hearing.
· Interrupting excessively or rushing witnesses.
· Failing to consider mitigation before determining an outcome.
Remember: The test of a good Chair is not whether everyone agrees with the outcome, but whether everyone feels they were heard and that the process was fair.

