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Executive Summary 
From an analysis of the external environment, this report identifies a learning need within Hywel Dda University Health Board. The learning need which is identified is the need for managers to upskill their softer skills and therefore change the leadership style from command and control to a coaching culture. The author presents a compelling business case to the Board of Executives within Hywel Dda, providing reasons why the learning gap should be addressed. The report considers different learning theories which include social learning, constructivist, and adult learning. It looks at the wider context with the Megatrends and a PEST analysis is used to identify the external factors and considers the internal factors and the learning barriers and facilitators of learning. It explores the range of methods for learnings that should consider the different demographics in which the organisation is situated. The report looks at different learning evaluation theories including Kirkpatrick's model and critically analyses its usefulness and suitability in this current climate. Furthermore, the report looks at ethics in L&D and the pitfalls and benefits that organisations should consider in delivering ethical L&D. It then looks at leadership development, where an infusion of development and real-life action being achieved through coaching. An organisation example that successfully changed their culture is seen with Microsoft where they changed their command-and-control style to a coaching culture. The report then explores leadership roles in the 21st century and trends in L&D such as developing technologies and on-the-job learning. Lastly, the author recommends an investment in nine Relationship Coaches to aid the organisation to address the gap, change the culture, and assist managers in upskilling in softer skills.   
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[bookmark: _Toc72237656]Chapter 1 Introduction 
[bookmark: _Toc72237657]1.1 Background and Context 
This report is produced for the consideration of the Board of Executives within Hywel Dda University Health Board (Hywel Dda). Hywel Dda is a large public sector organisation, which employs over 11,000 employees (Hywel Dda, 2021).  Part of Hywel Dda’s Development and Education strategy for 2020-2030 includes, 'Delivering a workforce for our future', 'Enabling our people to release their potential', and 'Delivering Innovation, system learning, and change agility (Hywel Dda, 2020a). We live in a climate that is Volatile, Uncertain, Complex, and Ambiguous (VUCA), where unpredictable and rapid changes are the norm (Baran & Woznyj, 2020; Millar, et al., 2018). This environment can often be dangerous when organisations are not prepared for rapid changes such as what was recently experienced with the Covid-19 pandemic (Worley & Jules, 2020).  
[bookmark: _Toc72237658]1.2 Learning Need within Hywel Dda 
During the Covid 19 pandemic, there was a significant reduction in employee relations cases because the organisation had to focus on a possible surge in Covid patient cases. This resulted in managers dealing with issues early, on an informal basis however, what also became apparent was that many managers lacked softer skills in dealing with staff. Many of our managers had a command-and-control style of leadership but the situation called for a different style of leadership, a change a culture. This learning need was evidenced through the number of formal employee relations cases, however feedback from staff experiences, trade unions and managers highlighted the need for this culture change (Hywel Dda, 2020b). 
Hywel Dda should be interested in addressing this need because of the potential benefits which include attracting talent to the organisation, improvement in the organisation culture, agility, a sound investment as the return on investment with leadership development is usually higher than the initial investment (Phillips & Phillips, 2020). However, if no action is to be taken then this would result in higher turnover, disengaged staff, and low productivity. This solution will help to improve the leadership within Hywel Dda, as poor leadership costs millions to organisations globally due to high staff turnover, retraining, sickness cover, low productivity, and compensation awards (Miller-Jones, 2020). 
[bookmark: _Toc72237659]1.3 Aims and Objectives
This report aims to critically evaluate different contemporary methods which can be used to create a learning experience to address the gap which has been identified. The report will then make recommendations for the design of a learning experience which will aim to meet the need identified.

[bookmark: _Toc72237660]Chapter 2 Literature Review 
[bookmark: _Toc72237661]2.1 Introduction 
This literature review aims to analyse the external environment and the significant factors which may lead to disruption within Hywel Dda. It will evaluate contemporary methods which can be used to create a learning experience that addresses the identified learning gap. Furthermore, this literature review will also consider the emerging trends within learning and development (L&D) and how they meet the identified need. 
[bookmark: _Toc72237662]2.2 Learning and Development
Learning can be defined as the action of acquiring or receiving instruction and knowledge (Dam, 2018; Garavan, et al., 2020; Page-Tickell, 2018). However, Jordon, et al., (2008) define it as an experience or practice which leads to a permanent change in an individuals’ behaviour. L&D is about the creation of an environment and culture for organisations and individuals to enable growth and learning (CIPD, 2021).  Furthermore, L&D is about being aware of the capability needs of organisations in both their current state and the future and enabling a learning culture that drives participation in ongoing professional development (Beevers, et al., 2020; Kearns, 2015; Shackleton-Jones, 2019). Within Hywel Dda, this is done through various ways such as PADRs and reports. The role of L&D helps to create a culture of coaching within organisations and monitors how effective the application of learning has been assigned to employees (Brassey, et al., 2019; CIPD, 2021b). It can be argued that the main role of L&D is to aid organisations in their response to the external factors as stated above (CIPD, 2014; Harrison, 2005). 
[bookmark: _Toc72237663]2.3 Learning Theories 
There are several learning theories at different levels including individual learning, group learning, and organisational learning. Some of the individual learning theories include social learning, constructivist, and adult learning theory. Social learning is the effort to try to understand and explain learning as an activity that is shaped by social groups or social institutions (Hoppitt & Laland, 2013; Wenger-Trayner & Wenger-Trayner, 2020). Constructivist learning is the effort to try to understand and explain learning through internal processing of the mind (Harasim, 2017). Andragogy or adult learning theory is the concept of how adult learning differentiates from child learning (Belanger, 2011; Griffiths & Inman, 2017; Merriam & Bierema, 2014; Rothwell, 2020). 
[bookmark: _Toc72237664]2.4 Identifying learning needs
There needs to be a continual, systematic, and clear identification of how L&D relates to gaps within an organisation's performance to ensure that the learning within an organisation is effective (Beevers, et al., 2020). This process can easily be become a tick-boxing exercise without being aligned to external and internal drivers affecting the organisation. There is a need for organisations to be more agile and this means that L&D constantly be aware of the performance needs within the organisation (Page-Tickell, 2018). The L&D function within Hywel Dda has had to become more agile due to the changes in the environment due to the pandemic.  
According to the CIPD (2020), identifying a learning need must begin with the knowledge of an organisation’s capability needs, both in its current state and in the future, and then a further assessment of the existing levels of knowledge, skills, and attitudes. The assessment process can utilise either formal or informal methods. This analysis will enable the organisation to decide which type of learning is suitable and needed within the teams, organisational and individual levels. The gaps which are identified through this process will need to be prioritised and interpreted in the wider strategy of the organisation (Page-Tickell, 2018). A learning needs analysis is different from a training needs analysis. The training needs analysis is not ongoing, however would be a one-off event that would look at the specific learning need (CIPD, 2020a). One of the suggested learning approaches by the CIPD is the Relevance, Alignment, Measurement (RAM) approach (CIPD, 2020b). 
[bookmark: _Toc72237665]2.5 Megatrends
Some of the current megatrends are technology, mobility, new behaviours, globalisation, and millennials, and changing demographics (Bughin & Woetzel, 2019; Deloitte, 2017). The environment can be described as volatile, uncertain, complex, and ambiguous and the current COVID-19 crisis has only made the environment more VUCA (Deloitte, 2020; Hill, 2020; Koshemani, 2020). Reeves & Deimler (2011) argue that an organisation’s growth and survival, in this case, Hywel Dda, are dependent on the ability of that organisation to respond in a flexible and timely manner to the external environment. 
[bookmark: _Toc72237666]2.6 Internal and external factors impacting L&D in organisations
Some of the internal factors impacting the design, delivery, and assessment of learning plans and interventions in organisations include rapid developments in IT, technology accessibility, workforce competence, organisation culture, resources within L&D, access to facilities, and buy-in from employees within the organisation (Beevers, et al., 2020; Garavan, et al., 2019; Lee, et al., 2014; Page-Tickell, 2018). Some of the barriers to learning include a lack of resources, competing priorities, organisation culture, the pace of change, and accessibility (Van Dam, 2018; Vey, et al., 2017; Webber, 2019). This is important for Hywel Dda to understand so that these barriers can be addressed. Some of the facilitators of learning include involving others, organisation leadership, and learning which is connected to the job role (Stewart & Cureton, 2014). The external factors impacting the design, delivery, and assessment of learning plans and interventions in organisations are explored in the PEST analysis below. 

	Political
	Economic
	Social
	Technological

	- Covid restrictions
- Reduced government spending due to the cost of the COVID pandemic
- The impact of austerity measures
- Government policies

	- Covid restrictions
- Current economic climate post-pandemic
- Ongoing budget restraints
- NHS may benefit from the impact of the recession due to job cuts in other sectors due to the pandemic 
	- Covid restrictions
- Ageing workforce
- Demographic changes due to a grown in the population
- Change in staff working patterns due to increase in flexible working
	- Covid restrictions
- Developments in IT
- Remote/ Homeworking 
- Need for better IT technology 
- Increased number of remote patient appointment




Within Hywel Dda, the factors that have the greatest impact on the need for L&D are Covid 19 and the developments in Technology because the pandemic resulted in restrictions to how the learning was delivered, and this resulted in no face-to-face training and an increase in remote training sessions. 
[bookmark: _Toc72237667]2.7 Design learning and thinking
Design learning is a learning experience framework that refers to thoughtful choices about what people learn, where, how, and when the learning is delivered. Several stages form the design learning. The first stage clarifies requirements, then general requirements and expected outcomes, and lastly the specific requirements (Arney, 2017). Design thinking is a concept used to identify solutions systematically. It has recently become important to refine and develop skills that enable understanding and action to the rapid external environmental and behavioural. There are five stages to design thinking, these include empathise, defines, ideate, prototype, and test (Stewart & Cureton, 2014). The Iceberg model helps managers to recognise that the behaviour which is seen is that which is above the waterline, however, people are often motivated by that which is not seen (Strong, 2014).
[bookmark: _Toc72237668]2.8 Learning through a range of methods
Learning can be facilitated and delivered through a range of methods. This can include an external or internal provision, face-to-face or digital, individual or team arrangements, informal or formal techniques, or formal courses. Other learning methods can include classroom training, action learning, and bitesize learning (CIPD, 2020c). L&D needs to consider the current delivery methods to ensure that it is appropriate for the various demographics as millennials are learning differently from previous generations with an increase in gamification (Jain & Dutta, 2019). This is important to Hywel Dda because it employs workers from a wide range of demographics. It is argued that the best way for people to learn is when they have to learn. Being able to apply their learning to real-life situations at the point of need, in real-time. Learning often suffers when employees are offered uniform learning topics at a time when it bears little relevance to their job roles (Shackleton-Jones, 2019). Point-of-need learning will help Hywel Dda to get the most value out of learning. 

[bookmark: _Toc72237669]2.9 Evaluating learning
There are several learning evaluation methods including the Five-Level Approaches, Kaufman’s Five Levels of Evaluation, CIPP Evaluation Model, CIRO (Context, Input, Reaction, Outcome) Model, Phillips Five-Level Training Evaluation Model, ROI (Return on Investment) Model, and the Kirkpatrick's model (Bhattacharyya, 2015; Griffin, 2014; Guerra-Lopez, 2008; Stufflebeam & Zhang, 2017). One of the best-known models of evaluating learning is Kirkpatrick's model of evaluation. This model considers different styles of formal or informal training to then decide the aptitude using a criterion of four levels (Guskey, 2000; Kirkpatrick & Kirkpatrick, 2016). One of the key strengths of this model is that it focuses on the learner's behavioural outcomes. In addition to this, this approach breaks down intricate subjects into practicable levels (Kirkpatrick & Kirkpatrick, 2016). 
However, one of the limitations of this model is that the basic structure has mainly been outdated as organisations rapidly change and how people learn has also changed over time. Guerra-Lopez (2008) argues that this model is not best suited to the new approach to learning. Formal methods of training have become less popular and are being replaced by models such as the 70:20:10 model. The 70:20:10 balances 70% experience, 20% exposure and 10% learning (Cerdin & Peretti, 2020; Paine, 2019; Van Dam, 2018). This approach does not abandon formal training, however, enables the training to be redesigned through a blend of different methods (Brassey, et al., 2019). 
[bookmark: _Toc72237670]2.10 Ethical practice in L&D
Ethics identify the disposition of a group or individual and seek to represent the sets of values and principles which are commonly held which inform habits (Stewart & Cureton, 2014). The Equality Act 2010 protects individuals from discrimination on the grounds of any of the nine protected characteristics which include race, religion or belief, disability, sex, sexual orientation, marital status, pregnancy and maternity, gender reassignment, and age  (Cabrelli, 2020; Robinson, et al., 2021). Ethical practice in L&D protects organisations from the consequences which may arise when things so wrong (Loon, 2016; Rees & French, 2016; Stewart & Cureton, 2014). Inequality and discrimination in L&D can be in the form of different assessments or testing, equipment, and language. Some of the consequences could include claims to the employment tribunal which may have possible uncapped fees and reputational damage for the organisation (Cabrelli, 2020). On the other hand, the benefits to the organisation are an increase in employee morale, becoming an employer of choice, and reduces the risk of claims (Beevers, et al., 2020; Stewart & Cureton, 2014). Hywel Dda needs to become an employer of choice and therefore must ensure ethical practice with the L&D function.   
[bookmark: _Toc72237671]2.11 Leadership Development – Coaching
One of the most effective ways to develop leaders is through an infusion of leadership development and real-life action. This can be achieved through being the coach (Ibarra & Scoular, 2019). Given the fast pace of changes that have been experienced within the last year, managers can no longer be expected to have all the solutions to problems and the leadership style of command and control is no longer practical in this climate (Adams, et al., 2014; Seddon, 2019). An example of an organisation that used coaching to transform its culture from command and control to coaching is Microsoft (Ibarra & Scoular, 2019). Some of the benefits for employees who participate in coaching include an improvement in working relationships, work performance and it helps to promote effective communication skills (Longenecker & McCartney, 2020; Milner, et al., 2018). On the other hand, coaching may take time to prove effective and may not always be suitable for all situations (Boak & Crabbe, 2019; McCarthy & Milner, 2020; Milner, et al., 2020). Hywel Dda would benefit from a  coaching culture as it would aid in achieving its strategic goal of ‘Enabling our people to release their potential’ (Hywel Dda, 2020a).  

[bookmark: _Toc72237672]2.12 Leadership roles in the 21st century
The current environment calls for organisations to take a new approach to leadership. One of the roles is that of a visionary. This means that leaders are to shape the rise of a clear and completing vision that echoes through and beyond the organisation. This vision is not developed in the boardroom; however, it comes from the organisation, by listening to employees, observing, and integrating other perspectives into their ideas (Yuan Jing, et al., 2020). Another role is that of an architect. Rather than merely developing plans, when leaders take on the architect role, they pursue a more sophisticated role that designs the organisation as a system that is open and empowers workers. The organisation can formulate a plan, execute it and remain agile to meet its objectives (Lurie & Tegelberg, 2019; Thomson, 2015).

[bookmark: _Toc72237673]2.13 Trends in L&D
A recent survey found that face-to-face delivery of learning is still dominant. It was found that face-to-face learning is more prevalent in smaller organisations, while larger organisations with over 250 employees tend to use more digital learning (CIPD, 2020d). On the contrary, the recent COVID-19 pandemic and the associated government restrictions around social distancing and home working, has meant that learning delivery has had to be delivered online (Li & Lalani, 2020). Hywel Dda has been able to adopt Microsoft Teams as a training delivery method during the pandemic. Another trend that has emerged is that of the most popular method being on-the-job training. This was used by 61% of organisations and the popularity of this has been seen to increase in recent years. The use of secondments, job rotations, and shadowing are more prevalent within larger organisations (CIPD, 2020d). Within Hywel Dda, there is a program that trains nurses on the job over a period of 4 years. This is very popular as staff do not need to take time out of their jobs to train as nurses (Hywel Dda, 2020c).

Another trend that has emerged is that majority of organisations are using technology in one form or another to support learning, though, the uptake of developing technologies continues to remain low in most organisations. It was seen that larger organisations have higher rates of the use of technologies compared to smaller organisations (CIPD, 2017). Within Hywel Dda and across the NHS generally, this may be challenging due to finances. The CIPD, (2020d) reported that a growing trend among L&D professionals was that of social collaborative learning though it was further reported in the Professionalising L&D report, that only half of L&D professionals felt that they had the required skills to enable them to facilitate this type of collaborative learning (CIPD, 2021). There is therefore a need to upskill the L&D function within organisations to be best utilise social, digital, collaborative learning (Brassey, et al., 2019). 

[bookmark: _Toc72237674]Chapter 3 Conclusion
The report identified a learning need for managers to upskill in dealing with issues appropriately with softer skills to change the command-and-control culture within Hywel Dda. The learning need was identified as a result of the PEST analysis of the external environment which identified Covid as having the greatest impact. An organisation needs to be agile when rapid changes occur in a VUCA environment. In presenting a business case, the author explained the benefits of acting which will be cost-saving and beneficial to the employer’s brand. It also demonstrated the cost of poor leadership which could be very costly for organisations. The report then considered different learning theories including social learning, constructivist, and adult learning, and looked at how learning needs are identified and analysed and the differences between these. It considered the wider megatrends as technology, new behaviours, and millennials then looked at the internal and external factors, facilitators, and barriers to learning. There is a range of methods which can be formal or informal, face-to-face to digital, and organisations should be aware of the different methods to suits the various demographics. 
Different learning evaluation theories were explored, namely Kirkpatrick's model, and the author considered how relevant this model is still today considering how formal methods are being replaced with models such as the 70:20:10 model. Ethics in L&D are crucial as they protect organisations from discriminatory practices which can be in the form of the location of training or equipment. Coaching is a useful tool for leadership development and can be used to change the company culture as seen with Microsoft. Leadership in the 21st century is taking new roles such as the visionary and the architect. Some of the trends in L&D include a dominance in face-to-face learning although larger companies have more digital learning. Other trends include on-the-job learning, developing technologies, and social collaborative learning. 

[bookmark: _Toc72237675]Chapter 4 Recommendations 
4.1 Investment in Relationship Coaches
Further to the conclusion, the recommendations below are made to meet the identified learning need for the design of a learning experience. The recommendation for Hywel Dda is to invest in nine internal Relationship Coaches to work across the three counties across the organisation and provided a blended learning approach to managers. These relationship coaches would be an investment in the L&D function and would support the organisation in developing a coaching culture. From the literature review, it was shown that coaching was successfully used within Microsoft to change the organisation culture. They were able to move away from command and control to a more positive coaching culture (Ibarra & Scoular, 2019). Furthermore, it was also seen that coaching is an effective tool, improving working relationships, communication, and problem-solving, as managers would not be expected to have all the solutions (Adams, et al., 2014; Longenecker & McCartney, 2020; Milner, et al., 2018; Seddon, 2019). 
Coaching fits in with the adult learning theories as it requires adults to considers solutions. The coaching will be evaluated using the Kirkpatrick model to assess the behavioural outcomes of the learning.  A typical coaching course costs around £2,895 for a Level 7 qualification with an external provider. There are approximately 2000 managers within Hywel Dda. This option to use external providers would cost a minimum of £5,790,000, not including travel and time costs which would likely significantly increase this figure. An investment in Relationship Coaches would be substantially lower than at a Band 8A salary of £45,753 per annum. The ROI would be evident in the retention of staff, fewer costs due to reduced staff sickness, and increased productivity. This would also support and align with the organisational strategy.  

Action plan
	Recommendation 
	Who
	What 
	When 
	Where
	How 
	How much 

	An investment to recruit nine in-house Relationship Coaches to deliver coaching training, in the form of blended learning to managers across the organisation. 
	Action to be undertaken by Head of L&D 
	Draft job descriptions and advert for Relationship Coaches for recruitment
	To be completed by 30th June 2021 and posts to be advertised
	To be undertaken in work, with reasonable adjustments if applicable. 
	To use standard JD template from the intranet and include specific requirements for the role. 
	Band 8A salary (£45,753 x 9 = £411,777 per annum)
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