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1. Introduction 
 

Personal Development Planning and Review (PDP & R) is part of a continual 
process of planning, monitoring, assessment and support to help staff develop 
their capabilities and potential to fulfil their job role and purpose.  

This increases the effectiveness of the organisation’s performance through 
ongoing, constructive dialogue to ensure that everyone: 

• Knows what is expected of them;  

• Is able to identify and fulfil prioritised development needs; and  

• Gets feedback on performance. 

Appropriate arrangements for PDP & R will support current role and career 
development, and commitment to lifelong learning. 

A number of different systems for carrying out PDP & R are now in place in 
NHSScotland, as referred to in this PIN Policy. 
This document does not replicate these systems, but cross-references them, 
recognising that the document’s principles and values are applicable to each 
system for personal development planning and review. 
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2. Policy 
 

2.1  Staff Governance  

NHSScotland employers must continue to demonstrate that they are 
working towards exemplar employer status as measured in relation to 
the Staff Governance Standard. In order to be able to do this, they will 
be expected to have systems in place to identify areas that require 
improvement and to develop action plans that will describe how 
improvements will be made. The two elements of the Standard that are 
particularly relevant to this Personal Development Planning and Review 
Policy are the rights of staff to be:  

 

• Appropriately trained; and  

• Treated fairly and consistently.  
 

In this context, being treated fairly and consistently will be achieved 
through organisations ensuring equity of access to appropriate learning 
and development opportunities, based on individual and service need. 

 

2.2  Lifelong Learning  

“Lifelong Learning is the provision or use of both formal and informal 
learning opportunities throughout people’s lives in order to foster the 
continuous development and improvement of the knowledge and skills 
needed for employment and personal fulfilment.” Harper Collins 
Dictionary.  

Learning Together (1999) – the first NHSScotland national strategy for 
learning and development – emphasised that staff throughout the NHS:  

“[Are] encouraged to take greater responsibility for their own learning.”  

All staff can therefore expect:  
 

• Support from their employer in helping them keep up to date and 
acquire new skills to meet the demands of the post, including access 
to induction training and appropriate learning resources;  

• Support in meeting the development needs in the agreed Personal 
Development Plan (PDP) which supports their career development; 
and  
• To meet their manager/reviewer regularly to discuss and agree their 
development needs and identify learning opportunities through 
preparation of a PDP. 
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2.3  Workforce Planning  
 

By undertaking the PDP & R processes as outlined within this PIN Policy, 
employers can ensure that all staff are competent to deliver to the required 
standards and that learning and development opportunities are 
appropriately targeted to equip staff with the right knowledge and skills to 
meet current and anticipated future service needs. This is detailed in Our 
National Health7 (1999), Better Health, Better Care8 (2007) and A Force 
for Improvement9 (2009). 
 

A number of other policies may also be relevant to the implementation of this 
policy:  
 

 Induction policy  

 Support for Qualifications and Courses  

 Management of Employee Capability Policy  

 Management of Employee Conduct Policy  

 Embracing Equality, Diversity and Human Rights  

 Dealing with Employee Grievances Policy  

 Secondment Policy  

 Recruitment and Selection Policy  

 Flexible Working Policy  
 

 
 

3. Principles 

 

A range of systems for Personal Development Planning and Review (PDP & 
R) are in place across NHSScotland (see section 2.4).  

Employers must have a clear policy statement on PDP & R, agreed in 
partnership, which refers to these different systems, but which also sets out a 
genuine commitment to the principles and values, and rights and 
responsibilities, which underpin these systems more generally.  

The following principles and values underpin each of the systems for PDP & 
R:  

 All staff must understand their role in the organisation and receive 
ongoing feedback on how they are performing;  

 Emphasis must be placed on the employee’s self-assessment, 
supported, guided and facilitated by the reviewer;  

 The PDP & R process must be as wide as possible, discussing 
the setting and achievement of service-related and personal 
objectives;  
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 The individual’s development needs must be jointly agreed, and 
take into account professional registration where appropriate;  

 The PDP & R process must be based on continuous feedback 
and ‘no surprises’, and be kept distinct and separate from formal 
conduct or capability processes;  

 The systems and paperwork to support the PDP & R process 
must be simple and not drive the process;  

 All employees must receive an appropriate level of support to 
understand and participate in the applicable PDP & R process;  

 To ensure that reviewers can fulfil their obligations effectively, the 
number of staff whose PDP & R they support must be kept 
manageable (this should be agreed at local level, and should fit 
with organisational structures);  

 

 In addition, reviewers must be appropriately trained and sufficiently 
knowledgeable, skilled and competent to undertake this role;  

 

 Access to, and sharing of, information must be in line with the 
principles of the Data Protection Act 199810;  

 Each organisation must have in place an agreed process for 
the resolution of any disagreement in relation to an 
individual’s development needs or performance review; and  

 Local systems should ensure that processes for carrying out 
monitoring of PDP & R are in place, as part of the self-
assessment audit process for the Staff Governance Standard, 
and that action is taken to address any areas identified as in 
need of improvement. Such monitoring should include both 
quantitative and qualitative measures (see section 2.5). 

 
 

4. Roles and responsibilities 

In line with the principles and values described above, all participants in the 
PDP & R process must recognise and fulfil their respective rights and 
responsibilities, as follows: 

 

4.1  The employer will:  

• In partnership with local trade union/professional organisation 
representatives, agree a PDP & R policy statement as described 
above, and ensure this is implemented throughout the organisation; 
and  
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• Ensure that a reasonable proportion of the organisation’s available 
resources will be allocated to learning and development and distributed 
appropriately recognising individual and service needs and reflecting 
the principles of equality and diversity. 

 
 
 

4.2  The reviewer will:  

• Ensure they are fully competent in all aspects of PDP & R by 
participating in appropriate training as required;  

• Ensure timely delivery of the PDP & R process;  

• Ensure feedback on performance is evidence-based; and  
 
• Ensure appropriate time is committed to enable all elements of the 

PDP & R process to be undertaken effectively. 
 
 

4.3  The reviewee will:  

• Ensure that they understand the principles and practice of PDP & 
R to be able to participate fully in the process;  

• Fulfil their role within the organisation; and  
 

• Fulfil the agreed objectives within their PDP & R, and take 
ownership of their learning and development. 

 
4.4  People Development will: 

 

 Ensure an Organisational Learning and Development Plan exists and 
is delivered to meet the needs of NHS Health Scotland, with clearly 
identified resources which are distributed equally among employee 
groups based on need and reflecting the principles of equal 
opportunities.  

 Provide appropriate training and guidance for all employees to 
participate fully in the review system process (including KSF).  

 Ensure that managers are sufficiently skilled and competent in 
delivering the process and specifically in the skills of listening, 
interviewing, influencing, coaching and delegating.  

 Advise staff and managers on the consistent application of this policy.  

 Coordinate and advise on applications for funding of identified 
learning activities.  

 Advise managers and staff on statutory and mandatory training.  

 Report to Directors on engagement with this process.  
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4.5  Trade unions/professional organisations will:  
 

• In partnership with the organisation, raise awareness of the 
agreed approach to PDP & R and its benefits; and 

 

• In partnership with the organisation, agree a PDP & R policy 
statement as described above, and ensure this is implemented 
throughout the organisation. 

5. Process 

5.1  Staff Employed Under Agenda for Change  

The NHS Knowledge and Skills Framework (KSF) is based on good 
human resource management and development – it is about treating all 
individuals fairly and equitably. In turn, individual members of staff are 
expected to make a commitment to develop and apply their knowledge 
and skills to meet the demands of their post and to work flexibly in the 
interests of the public.  

KSF and its personal development planning and review process lie at 
the heart of the career and pay progression strand of Agenda for 
Change, by providing a single, consistent, and comprehensive 
framework for staff review and development.  

In common with other systems for PDP & R, the purpose of KSF and the 
development planning and review process is to:  

• Facilitate the development of services so that they better meet the 
needs of users and the public through investing in the development 
of all staff;  

• Support the effective learning and development of individuals and 
teams – with all staff being supported to learn throughout their 
careers and develop in a variety of ways, and being given the 
resources to do so;  

• Support the development of individuals in the post in which they 
are employed so that they can be effective at work – with 
managers and staff being clear about what is required within a post 
and managers enabling staff to develop within their post; and  

• Promote equality for and diversity of all staff – with all staff 
covered by Agenda for Change using the same framework, having 
the same opportunities for learning and development and having 
the same structured approach to learning, development and 
review.  

 
 
The Personal Development Planning and Review process must be 
undertaken at least once in every financial year, with a six-monthly review. 
Emphasis must be placed on the employee's self-assessment, supported, 
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guided and facilitated by their manager. Further review meetings may be 
scheduled if deemed necessary.  
 

The discussion during the Personal Development Planning and Review 
meeting should be as wide as possible, discussing achievement of personal 
development objectives, behaviour and values and career.  
 
As part of the process staff and reviewers should agree on an appropriate 
Personal Development Plan (PDP) and a set of objectives for the coming 
year. The PDP should include but not be limited to all statutory and mandatory 
training. 
 

 

5.2  Executive & Senior Management Cohort 
 

NHS HDL(2002)6413 introduced arrangements for the appraisal of staff 
on Executive and Senior Managers pay ranges and provided guidance 
on governance arrangements and the importance of having evidence-
based auditable systems in place.  

NHS HDL(2006)5414 introduced a revised national performance 
management process for staff in the Executive and Senior Management 
cohorts. The strategic objectives of the revised system are:  

• To ensure robust linkages between individuals’ pay and 
performance;  

• To ensure robust linkages between individual and organisational 
performance; and  

• To demonstrate fairness and equity.  

NHS HDL(2007)1515 sets out the requirements of the performance 
management system and the Personal Development Plan process. The 
agreement of a Personal Development Plan and completion of the 
relevant documentation is seen as an integral part of the performance 
management system for staff covered by the arrangements.  

For a complete overview of the Executive and Senior Management 
performance management system please refer to the papers listed in 
Appendix 1.  

 

 
5.4  Grievance and Progression 
 
If the staff member is in disagreement with the manager at any stage of 
the review process, they should ask for a review to be undertaken by the 
manager’s line manager who will try to resolve the issue informally. Both, 
staff member and manager may also request the support of an HR / 
People Development practitioner or a Staff side representative.  
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Where a disagreement remains unresolved following a review being 
undertaken by the initial manager’s manager, the post holder can take 
their case through the Grievance Policy and may seek guidance from the 
HR department regarding invoking this policy.  

  
5.5  Capability Issues 
 
Where an issue of capability arises, this should be dealt with in line with 
Health Scotland’s Management of Employee Capability Policy. The 
Performance Development Planning and Review process supports this 
and is not a substitute for the Capability Policy. 

 

6 Evaluation & Evidence of Delivery  

The organisation will be responsible for ensuring the annual review and audit 
of all aspects of the delivery of PDP & R. In line with the Staff Governance 
Standard self-assessment audit tool, each Area Partnership Forum (or 
equivalent) must be assured that the organisation has fulfilled this 
responsibility.  

Key features of the review and audit are:  

• Quantitative data (e.g. number of PDP & R discussions which have 
been completed and recorded in the relevant system, and the 
percentage of staff participating in learning and development 
demonstrated though completed PDP & R activities);  

• Qualitative data (e.g. how beneficial the reviewer and the reviewee 
found the PDP & R discussions, and what difference PDP & R has 
made to the individual’s experience at work and the service that they 
help to provide); and  

• Taking account of local circumstances, organisations should consider 
the most appropriate means of collecting the quantitative and 
qualitative data to ensure that they can demonstrate that they have 
fulfilled their responsibilities under this PIN policy. 

 

7. Review 
 
The policy will be reviewed, in partnership, 2-years from the date of sign-off.  
 
Date Policy approved………………………………………. 
 
Approved by …………………………………………………… 
 
Agreed by ……………………………………Chief Executive 

 
Agreed by …………………………………….Staff Side Chair 

    Partnership Forum 
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Appendix 1 
 
 
Papers for Executive & Senior Management Cohort process 

 

 

 NHS HDL(2002)6413 

 NHS HDL(2006)5414 

 NHS HDL(2007)1515 

 NHS HDL(2006)23  

 NHS HDL(2006)59 

 NHS CEL(2007)4 

 NHS CEL(2007)22  

 NHS CEL(2008)52 

 NHS CEL(2009)12  

 NHS CEL(2010)6 

 Report of the Executive Managers Review Working Group23 
(September 2005);  

 NHSScotland Performance Management: Good Practice 
Guide24 (2007); and  

 NHSScotland Remuneration Committee Self-Assessment 
Pack25 (2007). 
 
 

 
 
 

http://www.show.scot.nhs.uk/sehd/mels/HDL2002_64.pdf  

http://www.show.scot.nhs.uk/sehd/mels/HDL2006_54.pdf  

http://www.show.scot.nhs.uk/sehd/mels/HDL2007_15.pdf  

http://www.show.scot.nhs.uk/sehd/mels/HDL2006_23.pdf  

http://www.show.scot.nhs.uk/sehd/mels/HDL2006_59.pdf  

http://www.show.scot.nhs.uk/sehd/mels/CEL2007_04.pdf  

http://www.sehd.scot.nhs.uk/mels/CEL (2007) 22 web version.pdf  

http://www.sehd.scot.nhs.uk/mels/CEL2008_52.pdf  

http://www.sehd.scot.nhs.uk/mels/CEL2009_12.pdf  
http://www.sehd.scot.nhs.uk/mels/CEL2010_06.pdf 

http://www.show.scot.nhs.uk/sehd/mels/HDL2002_64.pdf
http://www.show.scot.nhs.uk/sehd/mels/HDL2006_54.pdf
http://www.show.scot.nhs.uk/sehd/mels/HDL2007_15.pdf
http://www.show.scot.nhs.uk/sehd/mels/HDL2006_23.pdf
http://www.show.scot.nhs.uk/sehd/mels/HDL2006_59.pdf
http://www.show.scot.nhs.uk/sehd/mels/CEL2007_04.pdf
http://www.sehd.scot.nhs.uk/mels/CEL%20(2007)%2022%20web%20version.pdf
http://www.sehd.scot.nhs.uk/mels/CEL2008_52.pdf
http://www.sehd.scot.nhs.uk/mels/CEL2009_12.pdf
http://www.sehd.scot.nhs.uk/mels/CEL2010_06.pdf

