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[bookmark: _Toc243672687]Introduction
This document will provide both the reviewer and the reviewee with some tools, techniques, hints and tips that will support an effective PDR process. It should be used in conjunction with ‘The PDR Process' document that outlines the PDR process.
[bookmark: _Toc243672688]Techniques to enable effective PDR conversations
PDR conversations are more likely to be productive when:
· Reviewees ensure they complete the relevant parts of the form and send to their reviewer in advance of the meeting, so that they know what the reviewee wishes to discuss in the meeting.
· They include discussion about development, achievements and contributions to focus the conversation.
· Both parties are ready to listen, as well as offer information and ideas. This is a two-way conversation that should result in a plan agreed by both parties.
· Clarify understanding if needed.
· Adopt a joint problem-solving approach where appropriate.
[bookmark: _Toc243672689]Effective listening
Listening is a vital skill involved in effective 1:1 conversations. Experienced reviewers and reviewees typically define the essential pre-requisites of an effective listening conversation as follows:
· Choosing an appropriate venue for the discussion.
· Not allowing outside interruptions.
· Giving the meeting your full attention.
· Allocating an appropriate amount of time.
· Being open to what is being said.
Listening is not simply about being silent and allowing the other person to reflect and talk in their own time.
Effective conversations occur where both parties are engaged and responsive. Techniques to enable this include:
· Checking understanding by asking clarifying questions.
· Giving or receiving feedback.
· Summarising what has been said.
· Developing an idea or suggestion in collaboration. 
· Sharing the ‘airtime’, typically a 70:30 split with the reviewee doing most of the talking.
[bookmark: _Toc243672690]How to handle challenging conversations
Prior to meeting, it is important that both parties are clear about the agenda for the discussion. This will help to ensure that there are no surprises raised during the meeting.
If you anticipate that there might be any ‘challenging' aspect to your conversation, it is important that you think about how to approach this prior to the meeting. You may find it useful to speak to an experienced colleague or to your HR Partner for advice.
[bookmark: _Toc243672691]Objectives
[bookmark: _Toc243672692]Reviewing objectives
When considering whether or not objectives have been met, you may wish to consider any challenges or extenuating circumstances relating to their achievement. Priorities may have changed and objectives adapted, or new ones introduced.
[bookmark: _Toc243672693]Drafting objectives 
Objectives should be:
· developed and agreed between the reviewer and reviewee
· demonstrate a shared understanding of the key focus of work and results which need to be achieved
· appropriate to the grade and role of the reviewee
· set in the context of the aims of the department and the wider University. 
When agreeing objectives you may find it helpful to consider:
· What are the main areas of work or tasks currently?
· What is the purpose of the objective and how does it link to wider priorities?
· What are the tasks needed to deliver the objectives?
· Is there anything new coming up?
· How should this work be done? Are there any defined standards set? If not, what standards could be set?
· What are the expected outputs or outcomes for your role?
· What knowledge, skills and behaviours do you need to do this work?
· Do you need any development or support to achieve your objectives?
· How do your objectives link to those of the department/ School/ Directorate and the University Strategy?
· When and how will you measure achievements against your objectives? 
It is typical for an individual to have between 3 and 5 core objectives. Any larger objectives can be split into sub-objectives or milestones if that is useful. Effective objectives should concentrate on the outcome or result you are seeking. Good practice recommends that they are defined in terms of ‘what good looks like’. The SMART model provides a useful framework for this. 
SMART is a well-known model used to draft effective objectives and stands for:
· Specific
· Measurable
· Achievable
· Relevant
· Time-bound
SMART objectives: 
· Are expressed in positive language. 
· Start with an action to ensure they are focussed on something that can be subsequently measured (e.g. complete, publish, investigate, propose, revise, plan, install, design, develop, produce).
You should also include how the University’s values and behaviours will apply in your work and to your role. 
[bookmark: _Toc243672694]Examples of SMART objectives
[bookmark: _Toc243672695]Professional Services roles examples:
Student experience:
By July 2027, improve the timeliness of responses to student enquiries by introducing a standardised triage and response process, with the aim of achieving at least 90% of enquiries responded to within the agreed service standard and reducing repeat enquiries by 10%. This links to ‘Community’ in our strategy.
Process improvement:
By March 2027, review and redesign one high-volume administrative process, reducing average processing time by at least 15% while maintaining or improving accuracy and stakeholder satisfaction. This links to ‘Financial Sustainability’ in our strategy.
Professional development:
By December 2026, complete two relevant professional development activities and apply the learning to at least one service-improvement initiative, sharing the outcomes and recommendations with the wider team. This links to ‘Excellence’ in our strategy.

[bookmark: _Toc243672696]Academic and research roles examples:
For objectives relating to research and scholarship, set your 12-month milestones in the context of your longer-term research plans, the Academic Careers Framework and your longer-term career development goals.
Research 
By June 2027, develop and submit at least one peer-reviewed research paper arising from current research activity, supported by a documented research plan, regular writing time and feedback from at least one academic colleague.
Education
By July 2027, enhance student engagement within [module/programme] by introducing at least three active-learning approaches and evaluating their effectiveness through student feedback and engagement data, with the aim of achieving a measurable improvement against the 2026/27 baseline.
Citizenship and Leadership
By July 2027, lead and coordinate a successful departmental engagement with the Athena Swan recognition process, ensuring meaningful participation from colleagues and relevant stakeholders, to enable our achievement/renewal of the AS charter mark.
[bookmark: _Toc243672697]Planning and prioritising development needs
[bookmark: _Toc243672698]Why is development important?
The University of Reading is committed to supporting the development of its colleagues. Whether you need to take on new challenges, keep on top of changes and developments in your field, plan your career, or enhance your profile, undertaking development can help. By ensuring you have the right balance of knowledge, skills and behaviours, you can achieve your objectives, enhance your motivation, improve your contribution, and fulfil your potential and future career plans. It is important to consider the anticipated impact of development; for example, what benefits will be seen for the individual, the team, or the University, and how will the development help with achieving wider aims and objectives?
[bookmark: _Toc243672699]Whose responsibility is it to make development happen?
It is the responsibility of all colleagues to take ownership of their development plans and to apply their learning in the workplace. 
Reviewers must work with individuals to ensure they:
· Demonstrate or develop the skills and expertise needed to achieve key objectives and departmental priorities.
· Are clear about any skills and experience gaps and how they will address them.
· Prioritise development that is critical to the achievement of agreed objectives. 
· Consider the most appropriate and effective development method(s).
· Are given the support and appropriate resources to access agreed development.
· Are effectively supported to apply what they have learned.
· Review and report back on the effectiveness of their development.
[bookmark: _Toc243672700]Planning development
The following four-step model can be a useful way of guiding development planning:

Figure 2
[bookmark: _Toc243672701]Identify your development needs
· Think about the skills, knowledge and behaviours you need to do your job well. Your job description and person specification (JDPS) should help to identify these.
· Talk to your line manager to clarify any of the requirements in the person specification. You can do this at any time, not just at a PDR meeting. 
· Are there any new or different skills, knowledge and behaviours you will need to be effective in the future? 
[bookmark: _Toc243672702]Explore
Once you have identified what you need to learn/ do differently, consider the best way to meet your development need:
· Take a look on UoRLearn - what development opportunities are available? 
· If there is a course or workshop available, do the learning outcomes align with your development need?
· How do you prefer to learn? Don’t just look at courses, explore all the options, such as apprenticeships, on-the-job training, eLearning, videos, podcasts, webinars, coaching, mentoring, peer observation, forums, conferences, job shadowing, reading, involvement in a project, secondments, and formal training workshops. 
Remember to speak to your line manager to agree your development, particularly if there is a cost involved as this will need prior authorisation. This may mean that your preferred option may not be feasible, so it might be helpful to consider a number of ways of meeting the identified development needs where possible.
[bookmark: _Toc243672703]Plan & Review
Keeping a development plan helps you track your progress. Regular conversations with your line manager or reviewer are a good opportunity to produce or review progress against your plan. You might want to set out:
· What you need to learn
The knowledge, skills or behaviours that you identified.
· Proposed development
The development methods or solutions that you have identified. 
· Timing
Prioritise the most important need and consider what is manageable for you in terms of time commitment. 
· Measuring success 
How will you know that the development has worked? For example, what will you be doing differently? 
You can apply the same SMART principles to your development as you have for your objectives.
For example, ‘I need to learn how to use Outlook to sort, prioritise and store my emails’ will be much more helpful than ‘I need to be more organised’ when it comes to deciding what development you need. It will also help you check how the Outlook training you undertook actually made a difference in your ability to be organised. 
Make time to regularly review your personal development plan. As you complete learning, start thinking about the process of planning your development again. Work contexts are evolving all the time, and this inevitably means that your priorities will change, with a resulting impact on your development needs. You may also have career plans that will encourage you to think about your development needs. Developing yourself opens up new opportunities for both you and the University.
[bookmark: _Toc243672704]Specific development for colleagues on academic contracts
For colleagues on academic contracts, development needs could be identified from the following examples or practices:
· Feedback from students.
· Peer review/peer observation.
· Gaining professional recognition (e.g. Fellowship of the HEA or equivalent).
· Developing and leading the validation of a new module for the first time.
· Writing publications, grant applications, impact cases, project management etc.
· Identification of areas of practice that the individual considers they need to develop or enhance.
· Changes to the requirements for curriculum design, content, delivery, or assessment etc.
· Changes arising from innovation, technological developments, developing international activity etc.
[bookmark: _Toc243672705]Specific development for colleagues on research contracts
The Researcher Development Concordat states that research colleagues are entitled to a minimum of 10 days professional development, pro rata, per year, to develop their professional competencies and gain experience to support their future career (whether in academia or beyond).
Professional development time enables development that extends beyond the training requirements for a researcher’s current role, however it may include required training where there is crossover with the individual’s own professional development plans.
Examples of professional development:
· participating in conferences (in addition to any required by the day job)
· developing new research collaborations
· writing/developing funding applications for new projects
· joining a committee/being a researcher representative
· contributing to policy development, public engagement or knowledge exchange
· undertaking training courses
· workplace shadowing
· mentoring/being a mentee
This list is not exhaustive, and some funders/schemes might have specific guidance on professional development activities.
[bookmark: _Toc243672706]Career planning conversations
The PDR provides an ideal opportunity to discuss career plans. Career conversations can be broad and can incorporate several different career options, not just upwards progression. Career planning conversations may include:
· Ideas around the next or future roles, which may be in a different area or the same area, or in a more senior or advanced role and how to support these aspirations.
· Exploration of opportunities across the University to help develop breadth of knowledge and skill, and to build experience of new and different areas. This may include informal options such as shadowing or supporting on a project, as well as more formal options such as a secondment or a permanent move.
· Development in-role, which may include mentoring less experienced colleagues; attending events; receiving training; or areas of enhanced responsibility to further develop the skillset used within an existing or current role.
· Discussion of a career break, period of study or research leave, phased return following a leave of absence, or different working arrangements which may suit colleagues at different stages of their career.
[bookmark: _Toc243672707]Further Resources

The following sections contain further guidance on:
Appendix 1- Guide to SMART Objective Setting
Appendix 2- PDR Discussion Prompts
Appendix 3- Learning and Development Support

If you have any specific questions about the PDR, please speak to your line manager in the first instance, or contact HR@reading.ac.uk.
 Further Resources 	



[bookmark: _Toc243672708]Appendix 1- SMART Objective Setting
Use these question prompts and ideas to set effective SMART objectives
Specific
What are you trying to achieve, and what will you do to action this?
Consider whether the objective is:
· Sufficiently detailed.
· Establishing shared expectations.
· Action focused.
Measurable
What do you need to measure to know the objective has been successful?
Measures could include:
· Cost and budget.
· Increase from x to y.
· Decrease of x%.
· Feedback responses.
· Dashboard data.
Achievable
Consider whether the objective is achievable or reasonable in relation to these factors:
· The individual’s experience and skills.
· Resources required.
· The timeframe.
Relevant
Consider which area of the University strategy or School/Directorate plan the objective contributes to. Think about how the University’s Values and Behaviours may support in working towards and achieving objectives.
Timebound
What is a reasonable deadline or timeframe? Does this allow any contingency? What happens if the objective is not met on time?
You could refer to:
· A point in time (by January…)
· A timeframe (during Semester 2…)
[image: ] Appendix 1- SMART Goal Setting

[bookmark: _Toc243672709]Appendix 2- PDR Discussion Prompts
[bookmark: _Toc411949769]These prompts are designed to help you have effective PDR conversations; they are not a prescriptive list.
Introduction and scene setting
· How are you today? Is there anything you’d like to share or discuss before we begin?
· How would you describe your year so far, or since your last PDR conversation?
Reflecting on key achievements, contributions and objectives
· What positive contributions have you made to the overall University or team?
· What have been your key successes over the last year? 
· Tell me about x objective – how do you feel it has gone? To what extent have you achieved it and how do you know? 
· What challenges did you encounter, if any, and how did you respond to these?
Setting and agreeing future objectives
· What do you think would be suitable objectives for the coming year?
· To which area of the strategy do the objectives contribute?
· What would good look like? How will you know you’ve been successful?
· What will progress look like in one month’s time? What will it look like in three months’ time?
· What challenges can you anticipate and what could you do to overcome these?
· What resources or support might you need, including from me? 
· Which values and behaviours might help you in achieving your objective?
Reviewing development and identifying future development
· What development opportunities have you taken up this year?
· Describe how you feel you have developed – what can you do now that you couldn’t before? What are you doing differently?
· How is your development helping or having an impact on yourself, colleagues, and the University?
· How have you applied your learning? How will you continue to do so?
· Are there any skills you need to develop to be able to achieve your objectives?
· What options are there for meeting your development need? 
· How can I support your development?
Discussing career plans
· Would you like to discuss any future career plans?
· Which aspects of your role do you find most rewarding, and which ones do you find challenging?
· What areas of work interest you? What roles might you be interested in exploring?
· What support do you think you might need to help with your career plans?
Closing the meeting
· Is there anything else you would like to mention?
Agree arrangements for reviewee to finalise notes and objectives on the form, if not completed during the meeting, and share with the reviewer for agreement.
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[bookmark: _Toc243672710]Appendix 3- Learning and Development Support

In order to support you with achieving your PDR objectives and career goals, you may wish to browse training opportunities. Most of the training we offer can be accessed via our learning platform: UoRLearn 
[bookmark: _Toc242980071][bookmark: _Toc243672711]UoRLearn Training for PDR skills
· Communication Skills
· An Introduction to Non-Verbal Communication
· An Introduction to Giving and Receiving Feedback
· Motivating Others
· Managing Conflict
[bookmark: _Toc242980073][bookmark: _Toc243672712]General UoR Training and Development Information
· Leadership and Management Development
· Coaching and Mentoring
· Health and Safety
· Library Support
· Equity, Diversity and Inclusion Training
[bookmark: _Toc242980074][bookmark: _Toc243672713]Development and career guidance for UoR Academic and Research colleagues
· Academic Careers Framework
· University of Reading Role Profiles - Academic and Research
· Developing and Enhancing T&L: The Academic Development and Enhancement Team (ADE)
· Doctoral and Researcher College- Early Career Researcher
· Vitae Researcher Development Framework
· Grade 6 to 7 Researcher Promotion
· Academic Promotions
Development and career guidance for UoR Professional Services colleagues

· Role Profiles- Professional and Managerial
· Role Profiles- Academic and Administrative Support
· Role Profiles- Ancillary and Operational Support
[bookmark: _Toc242980076][bookmark: _Toc243672715]Viewing your development record on UoRLearn
During the PDR conversation, it can be useful to share any development you have completed.  There are a range of guides available to support you to make the best use of this platform:
· UoRLearn Quick Guide - My Activities Page Overview
· UoRLearn Quick Guide - My Courses and Learning Plans Page
· UoRLearn Quick Guide - External CPD Activities
· UoRLearn Manager Guide
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