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INTRODUCTION 
 
The purpose of this policy is to provide all managers and staff with a clear framework 
which supports and encourages highly effective objective setting, performance 
review and personal development planning for all employees in NES.  It is based on 
the NES Employee Performance Management Strategy approved by the Executive 
Team in May 2012, and is consistent with the revised Staff Governance Standard for 
NHS Scotland published in June 2012. 
 
1. POLICY STATEMENT 
 
NES recognises the critical importance of the contribution of individual members of 
staff to the delivery of our aims and objectives as an organisation. In this process all 
individuals have the right to be treated fairly and consistently and receive training 
and development appropriate to their role. NES is therefore committed to providing 
an appropriate structure for objective setting, review and development planning, and 
developing the knowledge and skills of individuals to ensure they fully benefit from 
this activity and are supported and developed in their role.  
 
All NES employees have a duty to take responsibility for their performance and 
development. This includes participating constructively in formal processes for 
planning and reviewing this activity and undertaking relevant training and 
development that will enable them to do so. Our aim is to continue to enhance the 
experience of all our staff and our organisational performance.  
 
2. POLICY AIM 
 
The aim of this policy is to provide a clear framework for the Personal Review and 
Planning activity of all NES employees and to ensure an approach that is consistent 
with the systems in place for different staff groups in NHS Scotland.  
 
In addition to personal development planning and review, individual objective setting 
and performance review are recognised in NES as central to an effective approach 
to individual performance management. At the heart of this approach is the 
expectation that that effectively conducted personal review and planning activity will 
ensure: 
 

• all of our people are able to understand how they contribute to the 
organisation’s strategic and operational plans through the work that they 
do,  

• their contribution is recognised both as they happen and through formal 
performance review processes, and 

• appropriate development support is provided to help people to enhance 
their contribution through the acquisition of knowledge and skills.   

 
Our approach will be one that ‘increases 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’*. Aligning these activities so that individual development plans are 
informed by organisational as well as personal objectives, NES will have a clearer 
picture of our learning and development needs as an organisation. This will help to 
make sure we use our learning and development funding appropriately and ensure 
more equitable access to learning and development opportunities and funds.  
 
3. SCOPE OF THIS POLICY 
 
This policy applies to all NES employees who spend 50% or more of their contracted 
working time undertaking activities on NES’ behalf. This is with the exception of the 
GP Trainees (GPStRs) employed by NES who are subject to the provisions of the 
Annual Review of Competence Progression (ARCP) and specialty training curricula 
provided by the relevant Royal College. 
 
The Policy covers five key activities that are expected to feature in the Personal 
Review and Planning (PR&P) process for all NES employees:- 
 

• Performance objective setting 
• Personal development planning 
• Performance review 
• Development review 
• Matrix feedback 

 
This Policy does not relate to the formal processes for managing individual conduct 
or capability. These separate activities are covered by specific NES policies that can 
be accessed via the intranet and which should be applied with advice from the 
relevant HR Business Partner.   
 
4. PRINCIPLES AND VALUES 
 
The effective leadership and management of our people and supporting them in 
maximising their potential and individual contribution is core to the on-going 
development of the organisation and the delivery of our strategic plan. To do this, we 
need to ensure that the activities described here are undertaken regularly and 
effectively, through highly effective engagement from line managers and employees 
encouraged to take ownership of their performance and development. This Policy 
has been put in place to ensure this happens for all our people, all of the time. 
 
The activities described should be undertaken transparently, be based around 
objective evidence, be led by individuals whose performance and development is 
under review, and be proactively supported by line managers, who are responsible 
for helping the people they manage to participate in this activity. Additionally there 
should be no surprises during the process, which should be supported by regular, 
honest and open communication between the individual and their line manager.  
                                                           

*
 NHS Scotland (2011) Partnership Information Network (PIN) Guidelines on Personal Development Planning 

and Review, May 2011 



 

The process may incorporate feedback from other relevant managers as agreed 
between the individual and their line manager. This provides an opportunity for 
people who work on multiple projects and initiatives to formally demonstrate their 
contribution in this respect. 
 
As part of the process there is also a requirement to take account of the diverse 
needs of NES’ workforce (for example, by agreeing performance objectives 
appropriate to working patterns and identifying learning and development 
opportunities that support individual learning styles). 
 
These principles and values are consistent with NES corporate values (in particular 
those around always aiming for quality, being open, listening and learning and 
valuing diversity). They also support the requirement of the Staff Governance 
Standard (that all our people should be appropriately trained and developed, and 
treated fairly and consistently), and represent a person centred, safe and effective 
approach that supports the quality ambitions of NHS Scotland.    
 
5. DEFINITIONS 
 
Activities specific to this Policy are defined below. Further detail is available on the 
intranet: in the Performance Management Toolkit and on the performance 
management systems specific to individual staff groups. 
 
6.1 Performance Management 
 
‘Performance Management’ describes all of the activity involved in delivering 
organisational effectiveness through managing and developing people and their 
contributions at work. This may be formal or informal. 
 
Formal performance management is a process that ensures individuals have 
performance objectives and personal development plans (PDPs) and that progress 
with these is reviewed and recorded. 
 
Informal performance management happens outside of the process and ensures 
individuals understand what is expected of them, are supported in addressing work 
based problems and are provided with feedback on their performance.  
 
Ensuring regular formal and informal performance management activity is happening 
is a key expectation of line managers in NES.  
 
6.2 Personal Review and Planning  
 
‘Personal Review and Planning’ is the term used to describe formal performance 
management activity in NES. It incorporates performance objective setting, 
performance review, personal development planning and joint development review 
as core elements of performance management for all individuals in NES. It has two 
components: looking forward and looking back (see Section 8 for further details). 
 
 



 

6.3 Performance Objective Setting (Looking forward) 
 
‘Performance objective setting’ is the process whereby an individual agrees with their 
reviewer what is expected of them over an agreed period of time. All employees in 
NES should have 6 or 7 annually agreed performance objectives in addition to the 
requirements of their Job Description. 
 
Performance objectives should be “SMART” (Specific, Measureable, Achievable, 
Realistic and Time-bound), and “stretching” (they will develop the individual’s 
contribution beyond the current standard of performance).  
 
The expectation is that achievement of performance objectives will move an 
individual’s contribution beyond, or enhance, the core contribution of their role, 
supporting the development of skills, knowledge and experience that will aid their 
career development. In doing so, line managers/reviewers should also take account 
of any factors, such as working hours or working patterns that may impact an 
individual’s ability to achieve their objectives.  
 
6.4 Personal Development Planning (Looking forward) 
 
‘Personal Development Planning’ is activity that determines the support required for 
an individual to function effectively in their role and to meet the performance 
objectives that they have agreed. It is a structured discussion to be led by the 
individual with support from their reviewer. The result of this activity should be the 
agreement of a Personal Development Plan (PDP) for the coming period. 
 
PDPs should be based on an individual’s learning needs, as agreed with their 
reviewer. Careful consideration should be given to the most appropriate means of 
the individual developing the required knowledge and/or skills required to perform 
effectively in their role, and of supporting their longer term career aspirations.  
 
The PDP should reflect any learning or development that would support the needs of 
specific groups, for example those identified through the Single Equalities Scheme 
Action Plan. It should also reflect any regulatory learning requirements, including 
formal Continuing Professional Development (CPD). 
 
6.5  Performance Review (Looking back) 
 
‘Performance Review’ is the formal process where an employee and their line 
manager/reviewer consider the individual’s progress against agreed objectives 
during the period since they were agreed, or since progress was last formally 
reviewed. It is a structured discussion to be led by the individual with active support 
from their reviewer that considers evidence of progress, along with any feedback on 
their contributions gathered from other sources. 
 
Whilst these should be identified during objective setting, performance reviews 
should take in to account any factors that may impact an individual’s ability to meet 
their performance objectives.  
 



 

6.6  Development Review (Looking back) 
 
‘Development Review’ describes the formal process where an individual and their or 
reviewer consider progress against the agreed PDP during the period since it was 
agreed, or progress was last formally reviewed. It is a structured discussion to be led 
by the individual with support from their reviewer that considers evidence of learning 
and development provided by the individual, along with any feedback on knowledge 
and skills gathered from other sources. 
 
Whilst these should be identified during development planning, reviews of progress 
should take in to account any factors that may impact an individual’s ability to meet 
their development objectives.   
 
6.7  Matrix Feedback 
 
‘Matrix Feedback’ is feedback on contributions, knowledge and skills gathered from 
individuals other than the employee’s direct line manager. This will be those 
responsible for leading or managing programmes, projects or work streams that the 
individual has participated in during the period under review. 
 
The inclusion of Matrix Feedback as a feature of performance and development 
reviews reflects the fact that our people increasingly collaborate across 
organisational boundaries and work on projects and other initiatives outside their 
immediate team. Discussions about their performance and development should be 
informed by and accurately reflect this important contribution.   
 
6.8 Relevant Online system 
 
‘Relevant online system’ refers to the electronic portal and/or database used to 
record Personal Review and Planning activity for a staff group. At the time of writing, 
for staff on Agenda for Change this is e-KSF, for staff in the Executive Cohort and 
other senior managers covered by the National Performance Management 
arrangements for Executive Directors and Senior Managers plus clinical staff this is 
the Domino system). 
 
6.9   Reviewer 
 
‘Reviewer’ is the term used to describe the individual responsible for undertaking 
objective setting, development planning, performance review and development 
review with an individual. In the vast majority of cases this will be their line manager. 
However, in some cases, typically due to staff numbers, it will be more practical for a 
designated senior colleague to act as the reviewer in place of the line manager. This 
will be in agreement with the individual and reflects the principles of the revised PIN 
policy guidance. 
 
 
 
 
 



 

6. ROLES AND RESPONSIBILITIES 
 
Personal Review and Planning is a two-way activity between a reviewer and the 
individual(s) they manage / are responsible for. This is supported by the Human 
Resources and Organisational Development Directorate where queries or issues 
arise that cannot be resolved by the individuals concerned. The following roles and 
responsibilities apply:  
 
7.1  Responsibilities of the Line Manager 
 
Line managers are responsible for ensuring Personal Review and Planning happens 
effectively for all the staff they manage. They need to ensure this is completed within 
the specified timescales so that outcomes are relevant, and in accordance with the 
requirements of the reviewer outlined in Section 7.2. This should include 
encouraging the use of the relevant online systems to support the gathering of 
evidence of progress and development throughout the year. 
 
Those who have responsibility for functions and / or other line managers will need to 
articulate Directorate objectives and NES’ Common Core Objectives for their teams, 
and ensure that these are being taken in to consideration when objective setting 
happens. This is important to ensuring staff understand how they contribute to 
organisational objectives. 
 
Those responsible for a service area and / or Directorate will also need to share 
Directorate plans as they are developed so that these can inform objective setting. 
Executive and senior managers have a lead role in ensuring hat formal performance 
management activities are taking place in accordance with NES policy. They may 
also need to provide feedback on individuals involved in projects or work streams 
they are leading via the Matrix Feedback process 
 
Fully effective Personal Review and Planning activity is dependent on effective 
informal discussions about performance and development. All line managers should 
ensure that they are having regular informal discussions with the people that they 
manage in support of this activity. This is essential to supporting the principle of 
ensuring there are no surprises during this formal activity, as described in Section 6. 
 
7.2   Responsibilities of the reviewer 
 
The reviewer (who will usually be the individual’s line manager) is responsible for 
ensuring each of the activities described in Section 6 is conducted in accordance 
with the requirements of this Policy and good employment practice. This includes 
supporting the individual as they: 
 

• Develop stretching performance objectives that are relevant to their role, 
their Directorate’s Operational Plan and/or NES’ Common Core 
Objectives.  

• Identify learning needs and methods of development, and incorporate 
these in to a PDP that is relevant to their performance objectives and 
insofar as is reasonable, their personal development objectives. 



 

• Identify individuals who can provide useful matrix feedback, and review 
and interpret the feedback received in a way that ensures it 
constructively informs performance and development review. 

• Review evidence and reflect on their progress with previously agreed 
performance objectives, providing feedback, appropriate support and 
constructive challenge to aid their thinking. 

• Review evidence and reflect on their progress with previously agreed 
development objectives, providing feedback, appropriate support and 
constructive challenge to aid their thinking.  

 
Outcomes should be agreed and not imposed unilaterally, either by the reviewer or 
individual. Further information on each of these activities and guidance on how to 
conduct them can be found in the Performance Management Toolkit for Line 
Managers available alongside this Policy on the intranet. 
  
7.3  Responsibilities of the Employee 
 
Employees are responsible for participating actively in Personal Review and 
Planning and taking the lead in discussions in respect of each activity. This reflects 
their responsibility for owning their performance and their contributions at work.  
 
In support of the process, all individuals are responsible for: 
 

• planning and agreeing dates with their line manager/reviewer for annual 
and interim Personal Review and Planning meetings,  

• keeping a record of feedback on performance and development activity 
and examples of significant achievements and learning 

• updating electronic systems with progress and as activities relevant to 
agreed objectives and PDPs are completed 

• proposing performance objectives that will stretch them in their current 
roles  

• identifying learning and development needs in connection with these 
objectives 

• actively seeking feedback and participating in regular informal 
discussions with their line manager about progress.  

 
Effective Personal Review and Planning is dependent on effective informal 
discussions about performance and development. All our people should ensure that 
they participate in regular informal discussions with their line manager in support of 
this activity throughout the year (ideally at least once per month).  
 
7.4   Responsibilities of HR & OD  
 
The Human Resources (HR) team is available to provide advice and guidance to 
participants in the process where queries or issues cannot be resolved by either 
reference to the relevant publications mentioned in Section 5 of this policy or 
recourse to a more senior manager. This includes support for addressing issues that 
cannot be resolved within the process (See Section 9). 



 

 
The Organisational Development (OD) team will provide advice on appropriate 
development that may help people to address any learning needs identified during 
the process. This can include, in conjunction with the Equality Adviser and Health 
and Safety Adviser any provisions for those who require additional support in their 
roles due to a disability or serious/ongoing health issue. 
 
To try and ensure that appropriate corporate learning and development support is 
provided, data from PDPs will be reviewed to undertake an annual learning needs 
analysis for NES as a whole. Learning opportunities are publicised by E Mail and via 
the Intranet. They are also stored on LearnPro.  
 
A further responsibility of the OD team is to quality assure formal performance 
management activity on an annual basis (See Section 10).  
 
8 STAGES AND TIMING 
 
8.1   The Annual Performance Management Cycle 
 
Personal Review and Planning in NES should be completed in accordance with the 
annual Performance Management Cycle. This starts in April-June and ends in April-
June the following year. It aligns Personal Review and Planning with the business 
planning process, allowing relevant objectives and PDPs to be agreed that reflect 
evolving Directorate and Corporate priorities, formalised annually in March/April.  
 
8.2   Stages of activity 
 
The different activities involved in Personal Review and Planning described in 
Section 6 of this Policy are grouped in to three stages. These stages should be 
completed as follows: 
 
Stage 1: Planning Discussion  
 
This stage involves “looking ahead” and agreeing performance objectives, and a 
PDP linked to these, for the coming year. This activity should start in April (although 
it can be discussed earlier if the individual and their line manager/reviewer feel it 
helpful). The objectives and PDP must be entered on to the relevant online system 
and electronically signed off by the individual and their designated reviewer (usually 
their line manager) by the end of June. 
 
Stage 2: Interim Review 
 
This stage involves the individual and line manager/reviewer meeting mid-way 
through the year to review progress with the agreed objectives and PDP. It provides 
an opportunity to review progress, including matrix feedback, and to amend existing 
entries and/or add new targets where appropriate. The meeting should typically take 
place between October and November in order to allow sufficient time for progress to 
be made with any amended performance objectives or PDP entries. 
 



 

Stage 3: Review Discussion 
 
This stage involves a formal review of the individual’s progress with the performance 
objectives and PDP agreed at the start of the annual cycle, and the evidence 
connected to this. This activity should start in April (although it can be discussed 
earlier if the individual and their line manager/reviewer feel it would be helpful).  
 
Progress with the objectives and PDP, and an indication as to whether each has 
been completed or not must be entered on to the relevant online system and 
electronically signed off by the individual and their designated reviewer (usually their 
line manager) by the end of June. 
 
Linking the planning and review stages 
 
The outcome of Stage 3 discussion should be used to inform the Stage 1 discussion. 
These can be held at the same time or separately (at the discretion of the individual 
and their line manager) but entries to online systems must be between 1st April and 
30th June each year. 
 
The timing of the different stages for different staff groups (within agreed annual 
windows) is designed to support the cascade of priorities from the Executive Team 
through the organisation via Operational Plans and management teams.  
 
8.3   Planning Stage 1, 2 and 3 meetings 
 
Dates for Stage 2 and 3 meetings should be agreed by the individual and line 
manager/reviewer at the Stage 1 discussion, with the Stage 3 meeting arrangements 
reconfirmed at the Stage 2 discussion. In each case, these should be entered on to 
the relevant online system not less than 3 months before the scheduled date to 
ensure that management information accurately reflects planned and actual 
Personal Review and Planning activity. 
 
Stage 1, 2 and 3 discussions should always be held in a quiet place, away from the 
open plan area and workstation. This is necessary to ensure confidentiality and 
avoid unnecessary distractions.  
 
Holding the discussion away from an individual’s desk may necessitate the printing 
of materials from the relevant online system and/or data entry/update of the system 
after the meeting has taken place. This will be of benefit to the quality of the meeting, 
which should be focussed on a conversation about the individual’s performance and 
development. 
 
8.4   Arrangements for employees taking up a new post in NES 
 
All employees who are new to NES and those existing employees who have taken 
up a new post (e.g. following internal promotion or redeployment) should hold a 
Stage 1 (objective setting and development planning) meeting with their line 
manager within 12 weeks of commencing in post. The line manager is responsible 
for ensuring that this is included in the induction plan for the individual employee, 



 

and that account is taken of the individual’s progress in any previous NHS role, the 
job description/post outline and any profession-specific policy guidance when 
agreeing objectives and a PDP for the coming period.  
 
Where this means that an individual’s Stage 1 discussion would be less than 12 
weeks before the start of the April-June window for this activity, an additional Stage 2 
meeting should be held between April and June to record progress and confirm that 
the objectives and PDP remain relevant. This should be held in addition to and not in 
place of the Stage 2 meeting that needs to take place in October/November.  
 
9 OTHER ACTIVITIES 
 
9.1   Incorporating Matrix Feedback 
 
Plans should also take in to account the timescales for requesting feedback about 
the employee’s contributions from other individuals with whom they working, in line 
with the definition in Section 6.6.  
 
Where the managers concerned are based in NES, this should feedback should be 
gathered using an online Matrix Feedback e-form that is sent by the employee to 
individuals who they and their line manager have jointly identified. It will be shared 
simultaneously with both the individual concerned and their line manager. A 
summary of the process is at Appendix A. 
 
Where the individuals from whom feedback is to be requested are based outside 
NES, a formal request for feedback should be made by the individual that instructs 
the person providing feedback to send this to the line manager/reviewer at the same 
time as the individual, and not later than 2 weeks prior to the meeting at which it will 
be reviewed.  
 
9.2   Ensuring accessibility 
 
As with other activities, line managers should ensure that in scheduling meetings, 
they take account of the diverse needs of the NES workforce and any factors that 
may impact an individual’s ability to participate in the activity. In particular, given the 
use of online systems, material should be printed / downloaded where either party 
finds reading from screen difficult. This will minimise the potential adverse impact of 
online systems on the individual’s ability to participate in the process, and help to 
ensure appropriate focus is given to having a meaningful discussion.  
 
With appropriate planning, as described above, none of these circumstances should 
render individuals unable to participate in Personal Review and Planning in line with 
the timescales specified here. Advice should be sought from the HR Business 
Partner and/or Equality Adviser where necessary. 
 
9.3   Arrangements for staff on long term leave 
 
For individuals taking periods of maternity / paternity leave longer than 3 months, 
progress since the last Stage 1or Stage 2 discussion should be reviewed in the 



 

month prior to their planned absence commencing. This should include consideration 
of any performance objectives or learning and development needs that will need to 
be progressed on their return to work. 
 
The line manager/reviewer should arrange to meet with the employee within one 
month of their planned return to work in order to recap on progress and determine 
whether current objectives and PDP are up to date or need revising. The relevance 
of the individual’s current performance objectives and PDP may also be incorporated 
in to any “keep-in-touch” and return to work discussions.  
 
Both of the pre and post-leave meetings should take the form of a Stage 2 
discussion if outside of the April-June window for formal review and planning activity. 
Where one or both of the meetings fall within the April-June window, they should 
take the form of a Stage 1 discussion (looking back) and/or Stage 3 (looking forward) 
discussion. 
 
10 QUALITY ASSURANCE 
 
NES is required to monitor personal review and planning activity in order to 
determine compliance with the revised PIN policy guidance, the effectiveness of the 
component activities, the alignment of outcomes with organisational aims, and to 
support improvements in both the performance management process and in the 
knowledge and skills of participants. This quality assurance activity is led by the 
Organisational Development team. All participants (employees, line managers and 
reviewers) are required to support this activity and provide information on request to 
assist with this work. 
 
The revised PIN policy guidance requires that quality assurance must take account 
of quantitative and qualitative data, which will be gathered as follows. 
 
10.1  Quantitative data 
 
In order to ensure that personal review and planning activity is happening, and is 
meeting the needs of both participants and the organisation, the following 
quantitative data will be gathered:  
 

• The number and proportion of employees with current† objectives, PDPs 
and performance and development reviews recorded on the relevant 
online systems.  

• The views of employees on the frequency, regularity and quality of this 
activity and its outcomes as part of a performance management survey 
conducted every three years. 

• The outcomes of the NHS Scotland staff survey relating to views on 
personal review and planning activity and clarity of purpose and sense of 
alignment with organisational aims 

                                                           

† Current objectives, PDPs and reviews are those which were completed and signed off within the 
previous 12 months up to the end of the planning review window, typically 30th June each year. 



 

 
Where appropriate, this data will be incorporated in to quarterly management metrics 
and broken down by Directorate or location. In accordance with the Data Protection 
Act, it will not be distributed in a way that could identify any individual. 
 
10.2  Qualitative data 
 
In order to understand how effective personal review and planning activity is, the 
following qualitative data will be gathered: 
 

• Annual review of data requested from line managers on the learning and 
development needs emerging from a review they should undertake of 
PDP outcomes across their team.  

• Annual review of a sample‡ requested from across Directorates of 
objectives and PDPs to determine the quality of outcomes and their 
alignment with Directorate and Corporate aims. 

• The views of employees on the frequency, regularity and quality of this 
activity and its outcomes as part of a performance management survey 
conducted every three years. 

• Self-assessment returns at team / Directorate level against the 
‘appropriately trained and developed’ and ‘treated fairly and consistently’ 
domains of the Staff Governance Standard. 

 
Where appropriate, this data will be incorporated in to quarterly management metrics 
and broken down by Directorate or location. In accordance with the Data Protection 
Act, it will not be distributed in a way that could identify any individual. 
 
10.3  Data use 
 
The data will typically be gathered by the Organisational Development Team and 
Director of Workforce on an annual basis. This is with the exception of: 
 

• The number and proportion of employees with current objectives and 
PDPs, which will be gathered via the relevant online systems quarterly 
and on a weekly basis during April-June. 

• Samples of objectives and PDPs, which may be requested at the interim 
stage and or where individuals are leaving for / returning from a period of 
planned leave of more than 3 months. 

 
Aggregated data will be shared as appropriate with the Executive Team, Partnership 
Forum and Staff Governance Committee. It will be used to: 
 

• Inform the corporate provision of learning and development for NES 
employees to ensure maximum value and relevance  

                                                           

‡ The sample will usually be random. However, where concerns about the quality of activity 
arise, subsequent samples may be pre-determined to measure the effectiveness of support 
provided for improvement. 



 

• Determine the effectiveness of training provided in respect of personal 
review and planning activity  

• Compile the annual return on compliance with the Staff Governance 
Standard and progress with the agreed Action Plan 

• Ensure compliance with the revised PIN policy guidance 
• Monitor achievement of the Performance Management Strategy. 

 
This is not an exhaustive list, and use of this data may be extended where changes 
to local or national policy and/or governance arrangements require it. 
 
11 SUPPORT AND ADVICE 
 
Where queries or issues arise during performance review and planning activity, 
participants should refer in the first instance to the guidance available on the 
Organisational Development section of the NES intranet, to a colleague or to a more 
senior manager. General procedural issues and those relating to online systems can 
also be referred to the Associate OD Business Partners. However, issues may 
occasionally arise during this activity that cannot be resolved in the process or by 
these routes. These may include.  
 
11.1 Failure to agree objectives and/or PDP 
 
A principle of the revised PIN policy guidance is that all outcomes of performance 
review and development planning activity should be agreed by the participants. It is 
also noted that it is a requirement of all job descriptions that employees should be 
prepared to follow reasonable requests to undertake duties that may not be explicitly 
stated in their job description. 
 
Dialogue between the individual and their reviewer should take this in to account, 
with a view to agreeing objectives and a PDP that appropriately balance the needs of 
the organisation and the individual. Where this is not possible, and a more senior 
manager is unable to resolve the issue the parties should seek mediation to try and 
resolve differences of opinion. Advice on mediation can be obtained via the 
dedicated Intranet pages and through the HR Business Support Team.  
 
11.2 Failure to agree progress with objectives and/or PDP 
 
A further principle of the revised PIN policy guidance is that reviews of progress 
should be based on an employee’s self-assessment, supported by their line 
manager/ reviewer. Good employment practice requires that this should be based on 
observed performance, written feedback and evidence to ensure objectivity. 
 
Dialogue between the individual and their reviewer should take this in to account, 
with a view to agreeing an assessment of progress that is reasonable based on the 
evidence available. Where this is not possible, and a more senior manager is unable 
to resolve the issue the parties should seek mediation to try and resolve differences 
of opinion. Advice on mediation can be obtained via the dedicated Intranet pages 
and through the HR Business Support Team.  
 



 

11.3 Persistent or serious performance concerns 
 
Although these should be tackled where they arise, usually outside of the formal 
performance review and planning meetings, a line manager or reviewer may 
occasionally become aware through this activity of a persistent failure by the 
employee to achieve agreed performance or development objectives. Where the 
individual is unable, or willing, to provide any mitigating evidence this may lead the 
line manager to have concerns about their conduct or capability.  
 
These concerns should not be managed through the Personal Review and Planning 
process. The line manager should discuss their concerns as they arise with the 
employee, and refer to the policies for managing concerns around individual conduct 
or capability on the intranet, seeking specific guidance from the relevant HR 
Business Partner.  
 
11.4 Concerns about the conduct of a line manager / reviewer 
 
It is possible that an individual will have concerns about the conduct of a line 
manager or reviewer arising from this activity. Where possible, these should be 
raised with the line manager or reviewer by the employee, with a view to resolving 
the issue. However, it is recognised that in some cases the individual may not feel 
comfortable raising these issues with the individual concerned.  
 
Where this is the case, individuals should contact the HR Business Partner for their 
Directorate to seek advice. These concerns will be treated seriously and handled 
sensitively. The observed issues may have arisen because of a lack of appropriate 
skills or knowledge, or because of some other mitigating factor. In such cases, the 
HR Business Partner will work with the parties to try and resolve the issue informally 
or recommend the next best course of action. 
 
Notwithstanding the above, individuals who feel they would benefit from it can 
access confidential support from the Independent Counselling and Advisory Service 
(ICAS) available to all NES employees. Information on ICAS can be accessed via 
the Intranet.  
 
12 EQUALITY AND DIVERSITY 
 
NES is committed to equality and diversity in respect of the protected characteristics 
covered by the Equality Act 2010. NES has taken steps to ensure that it does not 
discriminate on the ground of personal review and planning activity. 
 
 
 
 
 
 
 
 
 



 

13 MONITORING AND REVIEW 
 
Monitoring the application and update of this policy will be undertaken by the 
Partnership Forum and overseen by the Staff Governance Committee. This will 
include monitoring the number and types of concerns raised, how they were handled 
and outcomes (including any amendment to policy or procedure).  
 
Indicators of success can include: 
 

• Awareness by employees that a Policy / Procedure exists and an 
understanding of how it works. 

• Management and employees believing in the Policy / Procedure and 
feeling comfortable using it. 

• Open discussion at Local Consultative Group level on the effectiveness 
of the Policy / Procedure. 

 
This policy will be reviewed two years from its effective date to ensure that the 
arrangements put in place are appropriate for NES. 


