
 

 
 
 
Lancaster University 
 

PERFORMANCE 
DEVELOPMENT REVIEW  
POLICY 
  



  

1 

   

Performance & Development Review Policy  
 

1. Commitment to Enhancing Performance & Development 

The continued success of the University rests on the performance and expertise of its staff, within a 
supportive culture that foregrounds collaboration, professionalism and a shared sense of direction. 
To enable this continued success, it is important that staff across the organisation have a clear 
understanding of their required levels of performance, while being supporting in developing the 
appropriate knowledge and expertise to enable them to flourish.  The Performance and 
Development Review (PDR) is a central means of enabling this focus on clarity, meaningful 
development and high-performance.  

 

The purpose of the PDR is to: 

 

• Translate and align institutional, faculty and departmental objectives into team and 
individual goals and expectations, creating a shared sense of purpose and direction. 

• Act as an enabling process, providing an opportunity for all staff to understand their role in 
the success of the University. 

• Facilitate a professional two-way conversation about performance and progress against 
agreed objectives.  

• Provide a mechanism for identifying, agreeing and planning team and individual 
development needs that enable colleagues to succeed and thrive in their current and future 
roles.  

• Facilitate a feedback loop that provides a forum in which ideas and opportunities can be 
raised, issues escalated and development needs reported by both reviewer and reviewee. 

• Provide an opportunity for reviewees to discuss their individual circumstances and wider 
experiences at work in a supportive environment 

PDR provides the framework for an on-going professional conversation, in which both reviewer and 
reviewee play an equal role in identifying, agreeing and planning the performance and development 
objectives for the coming period. The PDR conversation is not an isolated, once-a-year formality, but 
rather a positive opportunity to capture, consider and utilise the cumulative conversations of the 
proceeding period in order to provide greater clarity, purpose and support in the following period.   

 

2. Eligibility 

All Lancaster University staff employed for more than 12 months continuously, including those on 
fixed-term contracts, are expected to take part in Performance and Development Review. New 
starters in support areas should have objectives set using an ‘Initial PDR form’. New academic staff 
should have their objectives set via a Probationary Agreement.  Circumstances may arise that 
prevent a member of staff from participating in the normal PDR round, for example, maternity leave, 
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long term sickness absence, transfer to a new role. The Head of Department will deal with these 
situations on an individual basis; however, PDR discussions setting objectives for the future should 
occur as soon as is reasonably practicable. 

 

3. The PDR Cycle 

Senior role holder PDRs will normally be conducted between 1st April and the 31st May. All other 
PDRs will then be completed between 1st June and the 30th September.  

 

4. PDR Reviewers 

PDR conversations should be conducted between the reviewee and the line-manager or by a 
designated senior colleague who has been formally delegated authority to conduct the PDR as part 
of a distributed allocation of responsibilities. Where the reviewer is assuming delegated 
responsibility, local processes should be put in place to ensure they have the experience, authority 
and support to be able to fulfil this role and that clear reporting mechanisms for sign off and 
agreement with the line manager / HoD are in place.  

 

In exceptional circumstances an individual in an academic area may request an alternative reviewer 
to the one they been allocated, giving their reasons. The HoD will carefully consider such requests 
and make a decision in consultation with their HR Partner.  

 

5. PDRs for Teams & Staff in Similar or Identical Roles 

The PDR process aims to enable effective team PDRs for those staffing groups where this is an 
existing, effective practice. This requires the flexibility for shared objectives and expectations to be 
captured within the appropriate sections, alongside the opportunity for those teams to feedback 
their thoughts, questions and ideas. If a team approach is adopted, reviewees should still receive the 
opportunity to discuss their personal development planning and can still request an individual PDR, 
should they wish to raise anything that they feel unable to raise within a team setting.  

 

6. Clinical Appointments & Split Appointments 

Heads of Department will ensure that performance review and objective setting is conducted in a 
manner that satisfies any particular contractual requirements that apply to clinical staff.  Where an 
individual is employed in two departments but these roles are not linked, each employing 
department will conduct a separate PDR process. In circumstances where an individual has a split or 
joint post across two (or more) departments, the Heads of Department will agree which department 
will take the lead and agree how to collect and share information. 
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7. PDR: What is involved 

PDR discussions are supported via the online PDR platform. While a record of the conversation, 
agreed objectives, development actions and feedback are captured within the platform, it is 
important to emphasise that the PDR is essentially intended to be a rich, focused, professional 
conversation that leads to meaningful outcomes. Reviewers and Reviewees should see the PDR 
process, including interim and initial PDRs and 1-2-1s, as part of a ‘live’ on-going conversation. As 
such, the online platform should be used to update objectives and development actions on an on-
going basis, to enhance the relevance of the process overall and to inform the annual PDR 
discussion. 

 

The online PDR platform is structured around the following aspects: 

• Review of progress, Performance & Development 
• Objective & Expectation Setting 
• Learning & Development Planning 
• Summary, Agreement & Feedback 

Reviewees will require time both to prepare for the review discussion and to draft and amend the 
review document as required. As the PDR is a work-related activity, managers will ensure that this 
time is provided during normal working hours through temporary release from other duties.  
Information that has been recorded within other processes may be summarised and referenced 
within the review documentation, rather than reproduced in full. Guidelines on how to use the PDR 
platform, and the roles and responsibilities of reviewees and reviewers, are provided separately in 
the PDR Guidance document and via the online resources.  

What is captured in the finalised PDR document should be agreed between the reviewer and the 
reviewee as an accurate record of the PDR discussion. In circumstances where Reviewers feel the 
amended form does not reflect the discussion, Reviewers may ask Reviewees to further amend the 
form. 

In the event that a significant matter, either within the PDR discussion or the record of the 
discussion, cannot be resolved, the issue will be documented on the PDR form and will be referred 
to the reviewer’s own line manager or HoD. Individuals with concerns regarding their experience of 
their PDR that cannot be resolved with their Reviewer or Head of Department, may refer these 
concerns to the Dean/Director (or equivalent higher level of management). 

 

8. Performance issues 

The PDR meeting should not be used to raise serious performance issues for the first time. Where it 
is necessary to move into formal procedures, the University’s Capability & Disciplinary procedures 
will be used to help manage poor performance. 
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9. Ensuring high standards 

There is an expectation that Faculties, Division and Departments effectively communicate priorities 
& goals so that everyone has the opportunity to understand how their role and performance 
contribute, and what is expected of them. 

Reviewers are required to complete the PDR E-learning resource and attend training prior to 
undertaking reviews for the first time, and to ensure their reviewees are fully briefed and prepared 
for the process and also complete the PDR E-Learning resource. 

The PDR discussions should: 

• Be scheduled to occur when both Reviewee and Reviewer have had time to prepare for the 
discussion. 

• Take place in a private space. 
• Be sufficient in duration to complete the discussion.  

A preliminary meeting may be required where goals/objectives are unclear or where differences in 
expectation need to be reconciled. 

The online PDR platform enables the university to run reports on the current status / completion of 
PDRs within the institution and on the development themes that are being raised by colleagues.  

 

10. Confidentiality  

The PDR conversation is an opportunity for an open and honest dialogue between reviewer and 
reviewee, but must also facilitate a two way process in which feedback can be acted upon and 
performance and development objectives can be appropriately monitored. 

As such, the review recommends that the PDR should enable dedicated time for personal reflection 
and discussion that is confidential between the reviewer and reviewee. However, both reviewer and 
reviewee should recognise and agree that any information recorded in the PDR platform will be 
available to the Head of Department or Section and should be available on request to the Dean or 
Director to support effective planning and assist with quality monitoring of the process.  

The PDR guidance materials and training will focus on this interpretation of the process and draw 
distinctions to the other mechanisms staff can use to access confidential support and advice, such as 
coaching and mentoring relationships. 

 

11. Outcomes 

On an individual basis: 

The Reviewee will take responsibility for updating the PDR document & ensuring that (if necessary) 
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objectives are amended mid-cycle to reflect changes. 

The Reviewee will take forward during the period that follows the commitments/actions they have 
agreed. 

The Reviewer will take forward any actions they have committed to and update the reviewee on 
progress.  

 

On an organisational basis: 

The HoD or head of function will feed data resulting from PDR into Faculty/ Divisional People 
Planning Processes: 

• Highlighting any themes or specific issues arising from the exercise that need to be 
actioned at departmental/faculty/divisional level. 

• Identifying exceptional performance and/or potential. 
• Identifying generic development needs of the department (and enabling a discussion 
• around how they might be fulfilled). 

Faculties/Divisions will be asked to reflect on the effectiveness of the process at the end of each 
round. 
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