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This document has been produced with the aim to give both managers and reviewees/appraisees 
information on good practice that should be incorporated into the Personal Development 
Performance Review (PDPR)/Appraisal process to make it more successful.

A PDPR/Appraisal should be a year-round activity where managers check how their reviewee/
appraisees are getting on with their goals from the previous PDPR/Appraisal. Managers should 
also check on how individuals are doing not only with achieving their goals but also in the wider 
context of working in their team, their School, and the University. It is about finding out what they 
need in order to be successful in achieving their goals, how you as a manager can help them, and 
also finding out or offering guidance on how they can help themselves. 

As a reviewee/appraisee, you have a shared responsibility to keep your manager/s up to date on 
progress with goals, let them know if anything is currently stopping you from achieving them, and 
what solutions you may have to redefine them moving forward.

Even though the PDPR/Appraisal is an ongoing process, once a year both parties need to review 
how the year has gone and record this on the relevant forms (please see the HR website under 
Appraisal to download the relevant documentation). This is a great opportunity to celebrate and 
capture any successes over the last 12 months, record any struggles that have been discussed, 
and plan for the next 12 months.

Please Note: The PDPR/Appraisal is not the place to discuss any major issues that have not 
previously been mentioned throughout the year. As previously mentioned, the process is year-long 
and so any concerns, issues, or problems from either the managers’ or reviewees’/appraisees’ 
side should be discussed as and when they happen.

The information below will give you some suggestions on how to run a year-round successful 
PDPR/Appraisal.

https://staff.hud.ac.uk/hr/az/
https://staff.hud.ac.uk/hr/az/
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1. Preparing For The PDPR/Appraisal Meeting 

The manager must give at least 1 months’ notice of the meeting date. 

This will allow both sides to: 
• Review last year’s PDPR/Appraisal (obviously this should be reviewed on a regular basis 

anyway throughout the year). 

• Review any documentation you feel might be relevant for the meeting. You do not have to 
take in a lever arch file of documents to the meeting, or write an essay about all the various 
things you have achieved; writing a brief summary about them on the PDPR/Appraisal form will 
suffice. 

• Think about what the reviewer/appraisee would like to achieve moving forward, including a plan 
of how they see themselves reaching their goals along with who or what might help them to get 
there. 

• Think about any strategic objectives the University, School/Service, Department and Team 
might need to achieve over the next 1 to 5 years and how, as a manager, you can plan for the 
future from the present. Reflecting on this bigger picture will help plan how we all can work 
towards the University’s values of Team, Excellence, and Communities.

2. Where Will You Hold The Meeting?

Make sure the meeting is held in a place you will not get disturbed for the duration of the PDPR/
Appraisal. If the best place is the manager’s office and if this is a place that people normally 
get interrupted, close the door and place a sign on it saying ‘meeting in progress, please do not 
disturb’.

3. Create The Right Environment

Create an environment that will foster an open and honest discussion. This can be achieved by: 

• Both parties going into the meeting with a positive mindset, looking at it as an opportunity to 
discuss what has been achieved and what can be done moving forward and not what hasn’t 
been achieved and all the reasons why things cannot be achieved now or in the future  

• The manager setting the scene on a positive note; accepting and being transparent if it has 
been a hard year but focussing on what can be achieved in the future by working together.
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4. Use A Conversational Approach

The manager should ask open questions (please see the ‘Questions for Reviewer-Appraisers 
document on the HR website) to further explore what the appraisee/reviewee has put on their 
form. It is handy to remember the 80/20 rule: the person whose appraisal/PDPR it is should be 
doing 80% of the talking. The manager should be using a coaching-style approach of actively 
listening, reflecting back, summarising, and checking for understanding to further explore what has 
been written on the appraisal/PDPR form. This should usually be about 20% of the discussion.

5. No Surprises 

The Appraisal/PDPR is not the place to reveal something that has not previously been discussed 
throughout the year e.g., any issues with performance.

6. Challenging Conversations

If the process of ongoing conversations throughout the year has been taking place, there should 
not be any surprises during this meeting as you are simply going through and expanding on the 
PDPR/Appraisal form that has been submitted.

If, however, throughout the year you are struggling to have the conversations that you feel are 
needed, People and Organisational Development (POD) have the following courses that may help 
you have the conversations you need to have, but in a solution-focussed way:

• Managing Challenging Conversations
• Developing Your Coaching Skills
• Overcoming Self Limiting Beliefs 
• Inspiring Leaders.

POD also offer coaching and mentoring; to find out more click here.

7. Object Setting

Managers should always have their PDPR/Appraisal before they carry out any themselves. This 
allows any objectives to be incorporated, where necessary, into other people’s PDPRs/Appraisals. 

Any objectives set should be Specific, Measurable, Achievable, Relevant, and Time-based.

https://staff.hud.ac.uk/hr/staffdevelopment/coaching-and-mentoring/
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Once objectives have been discussed they should then be agreed. If any party feels that the 
objectives are not realistic or don’t meet the S.M.A.R.T objective, then this should be discussed in 
the meeting. Each party should give the reason behind why they feel the objectives are or are not 
S.M.A.R.T and adjust or scale down appropriately. If an agreement cannot be reached, this should 
be recorded on the PDPD/Appraisal form.

8. Ask for Feedback 

This can be a little scary to do; however, remember the saying ‘feedback is a gift’! It is useful 
for both parties to ask for feedback; this will help create a stronger working relationship, make 
individuals feel valued, and also form a greater understanding of what might be needed to move 
the team forward through personal and development growth.

As PDPRs/Appraisals are a year-round process, feedback should be a natural element of your 
working practice and based upon facts. 

Feedback is not about criticising the other person, it is about taking a developmental approach to 
fill any gaps that you feel might help the individual to move forward. Managers should focus on 
behaviours, not personalities

• As a manager, if you have previously mentioned to the reviewee/appraisee a process that 
needs improvement you could ask ‘we previously discussed ??, if you were going to do this 
differently moving forward, how would you go about this?’ 

If a manager asks for feedback, for example, ‘is there anything that I can do to better help you’ it 
is worth remembering that managers are not mind readers, or have all the answers. A possible 
response may be: 
 
‘When you ask for, do, give me etc.’ 
 
‘In order for me to best achieve, do, deliver, get you the info etc’ 
 
‘It would be better for me if you could tell me rather than email, give me the reason behind the 
request so I have some context when gathering the info, check in with me that I have understood 
fully, break it down into a list of what you require, give me an opportunity to ask you questions to 
make sure I understand what it is you are wanting me to do’ 
 
This way I can make sure I do what you need me to do and get ?? right first time.
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9. Signing off

Once the manager has added their comments from the PDPR/Appraisal and typed up the 
conversation, they can then send it to their reviewee/appraisee for signing off. This should usually 
be within 2 weeks of the meeting.

On the very rare occasion that the document does not reflect what happened in the meeting 
(this could be due to something as simple as a misunderstanding or miscommunication), it is the 
reviewee/appraisee’s responsibility to rephrase the relevant areas from their perspective as to 
what was discussed and then send back to their manager for further comment. 

If the re-worded areas are agreed then both parties can sign off the PDPR/Appraisal. If, however, 
agreement cannot be met then this can be escalated for further discussion with the manager’s 
manager.

This Good Practice Guide work in conjunction with:

• Under the Appraisal section on the HRG website - Questions for Reviewers/Appraisers 
• Video on the Academic Process - Personal Development Performance Review  

External Videos, Podcasts and Learning you might find of use: 

• CIPD - Implementing Effective Performance Management
• SMART Goals

https://staff.hud.ac.uk/hr/az/
https://www.youtube.com/watch?v=HjomZOFvJmU
https://www.cipd.co.uk/podcasts/implementing-effective-performance-management
https://www.youtube.com/watch?v=vQ5jjCMmhQU

