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[bookmark: _Toc190503869]Overview of Organisation

South Wales Police (SWP) is a public sector organisation, it is the largest police force in Wales. The force has roughly 6,500 employees consisting of police officers and police staff (SWP, 2024). SWP aim is to keep South Wales safe by providing an effective service to the communities it serves (SWP, no date). The Learning & Development (L&D) team consists of 154 individuals, 75 police staff and 79 police officers (SWP, 2025a).
Both the chief constable’s delivery plan (SWP, 2021a) and SWP people strategy (SWP, 2021b) recognise the importance of L&D in improving workforce capability and developing a supportive culture where officers and staff have the skills to address the increasing complexity, diversity and volume of demand by delivering a quality service. The people strategy focuses on five sections linked to the employment life cycle. 
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Figure 1: SWP People Strategy (2021b). 
The SWP people strategy aims to encompass organisational behaviours by defining, developing and deploying robust people policy, processes and services to help create an organisational environment and workplace culture where staff can excel and be the very best they can be (SWP, 2021b).

[bookmark: _Toc190503870]Introduction

Learning and Development (L&D) strategies are vital and support an organisations overall strategy (Hayden, 2024a). Marshall (2024) further supports this outlining the pressures organisations are under such as economic uncertainties and talent challenges Underlying the importance of aligning to an organisation’s overall strategy. CIPD learning at work (2023a) report found that line managers highlighted the significant impact L&D had on improving organisational performance. 
The above shows the influence a robust and closely aligned L&D strategy can have on an organisations service delivery.
Creating a learning culture that is effective is key for an organisation to support its workforce to develop and potentially become an employer of choice. Recognising the significant role a supportive learning environment can create, organisations can foster and improve performance. Gough (2022) supports this by identifying a learning culture is now critical for L&D to impact organisation performance. CIPD (2020) highlighted supportive learning environments are integral to organisations ensuring they can respond to challenges and individuals have the right capabilities to do so. 
However, there are many barriers in which organisations need to navigate to create a successful learning culture. Finch (2023) outlined if successful organisations can create an innovative and productive workforce, but to achieve this identified four possible obstacles to overcome. 
These were:
· Lack of support from leaders and managers
· Limited time
· Poor or insufficient resources
· Resistance to new processes and change

The aim of this report is to discuss and analyse both internal and external factors affecting the L&D strategy at SWP. Review the current approach to learning at SWP and discuss any difficulties the force may face in creating a successful learning culture.  
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[bookmark: _Toc190503872]Demographic changes in policing

Police forces in England and Wales are seeing a demographic shift particularly around age and length of service for police officers. Home Office (2024) highlight that as of the 31st of March 2024, 52% police officers in England and Wales had less than 10 years’ service, compared to 2016 this percentage was 32%.
This national challenge is also mirrored in SWP. 
	Year
	2021
	2025

	Age
	 
	 

	18 - 40
	52%
	56.3%

	41- 50
	37%
	30.6%

	51 +
	11%
	13.1%



Table 1: Police officer age profile 2021- 2025 (SWP, 2025b)
The data highlights the increase in younger and older police officers in SWP. Furthermore, officers with less than 10 years’ service is currently at 55.5%. Which is higher than the national percentage. Police officers retiring has fluctuated over the last three years, 2020-21 there were 74, 2022-23 it was 109 and in 2023-24 it was 82 (SWP, 2025b). This loss of experienced officers and change in demographic means SWP need to focus on skills retention and transfer of knowledge to existing and new police officers, this can help succession planning and developing the future workforce to ensure they have the capabilities to delivery an effective service.  
Williams and Sondhi (2022) explored the impact of younger officers joining police forces as part of the police officer uplift programme. Findings highlighted younger officers prefer transparency, a learning curriculum being more reflective of changing skill requirements and the need for police forces to harness the new skillsets that younger recruits can bring. SWP L&D need to be mindful of the changing demographics, the transfer of skills and knowledge, and how this can be translated into positive development opportunities.
Hayden (2024b) discusses the importance of learning needs analysis (LNA), as this can ensure effective learning across an organisation. LNA differs from training needs analyse (TNA), LNA looks at current, future skills and capabilities of an organisations. Whereas TNA looks at isolated events to address a specific training activity. 
TNA and skills assessment can be two areas to utilise. SWP outlines within the people strategy development of TNA to help define and prioritise training requirements by implementing mechanisms to understand demand at individual, team and organisational level. Which will help the force to become better equipped to identify skills shortages and develop robust strategies to close these gaps in an efficient and effective way (SWP, 2021b).

[bookmark: _Toc190503873]Budget and funding 

Cave (2022) & Sriganthan (2023) detailed studies which highlighted the importance of L&D to organisations, but how the lack of budget affects delivery. Jacobs (2025) further outlined that during 2024 L&D functions faced various demands including technological changes and economical challenges. Also noting the impact of tighter budgets, a constricted labour market and rise in costs, has resulted in organisations reviewing their budget. If L&D budgets are constricted this could have a detrimental impact on service delivery. For example, potentially re-assessing training delivery and cutting initiatives, which could mean the workforce would become deskilled. 
As a public sector organisation SWP budget allocation is constantly under scrutiny. Police forces are funded by a combination of taxpayers and central government grants, agreed funding for police forces has increased nominally by 54% since March 2016 (GOV.UK, 2024), forces they must show value for money and are held accountable. Within SWP the L&D department sit within the top 10 departments in relation to headcount with 154 individuals. Since December 2020 the headcount has increased by 17 (SWP, 2025a). These figures reflect the investment in the force to developing the workforce. SWP internal L&D budget consists of a primary monetary proportion, and this is then supplemented by generated income for example delivery of training courses to external forces such as Gwent police.
Nordback (2022) outlined that during difficult financial times how integrating L&D into everyday business and assessing the most appropriate form of learning, can show how the function aligns to the overall organisational strategy. This indicates that L&D functions can show value for money and return on investment (ROI) to secure buy in from senior leaders.

[bookmark: _Toc190503874]Technological advances

Jacobs (2024) highlights that change in demand has meant the L&D function has evolved and technological innovations have impacted expectations on the function. CIPD (2024a) highlights that technology has revolutionised L&D, utilising digital platforms and collaboration tools have meant people professionals have enhanced the service they deliver.
There are many benefits to utilising technology for learning opportunities. Coles (2023) focuses on AI and how this can support organisational learning, this can be achieved through personalised and interactive learning experiences. 
McKinsey (2023) detailed that generative AI, and technology has the potential to automate up to 60 to 70 percent of worker’s time. This could potentially de-skill workforces and alter learning needs. Previously this was predicted to be 50%. Furthermore, CIPD (2024b) show that between 2020 to 2023 there has been an increase in technologies used by organisations such as webinars and podcasts.
Bhatt & Muduli (2023) review found the benefits AI brought to the L&D function such as the ability to target larger target audiences through Massive Open Online Courses (MOOCs) and improved efficiency and convenience for learners. Further discussing AI can engage learners through social connections and other interactive methods. Gough (2021) highlights that the rise and demand for digital learning and depleting budgets has meant organisations need to identify opportunities with technology to support learning.
Within SWP L&D, there are a team of 8 individuals who develop and enhance learning experiences through technology, utilising motion graphics and eLearning software packages. This team are currently working on a project with the University of Wales Trinity St David developing an immersive learning experience for new recruits to experience taking part in a missing persons enquiry. One benefit to this approach is there are no danger or risks to life if mistakes are made during the process. This also allows real time feedback to be provided. In addition, VR headsets are utilised for 360 video to re-create real life scenarios. Costs are currently split between the force and university (SWP, 2025c).
However, it should be noted that there are risks with technology for the L&D function and learners. Baidoo-Anu, et al. (2024) study outlines learners when carrying out self-directed learning need to be aware of how to use AI safely. It further detailed the need for engagement programs and utilising AI/ technology for learning to provide feedback. Furthermore, Sherman (2023) argues that organisations and their HR departments need to ensure there is a successful transition when implementing AI/ technology using a personal approach. 
The above shows, SWP has invested into technology to help develop the workforce and this is referenced within the people strategy (SWP, 2021b) recognising the importance of utilising technology to become more efficient and effective in the way it delivers its services to the South Wales communities.


[bookmark: _Toc190503875]Critical analysis of SWP Learning and Development strategy

The SWP People strategy aim is to have right people doing the right things in the right way. The strategy and plan are a systematic approach towards improving organisational capability and developing a supportive workforce culture (SWP, 2021b).
Finch (2023) outlines that establishing and imbedding a thriving learning culture in organisations can have positive results for the workforce and organisation. However, there may be difficulties organisations must navigate. 

[bookmark: _Toc190503876]Lack of support from leaders or managers

CIPD (2025a) highlight line managers and leaders play a pivotal role in implementing organisational policies and developing their teams. L&D functions need to secure buy in from these individuals as they will imbed and share this learning with their teams to create a culture of learning. Hayes-Allen (2024) outlines the need for organisations to focus more resources to learning and development. Discussing acquiring leadership buy in can be challenging as often line managers don’t understand the aim or benefits, but if sought can help organisations integrate learning initiatives and if incorporated well, leaders and managers will be more invested. 
Within the SWP people strategy (SWP, 2021b) it highlights developing leadership capability to create and sustain a supportive, collaborative culture with high performing teams. SWP recognises supervisors haven’t been afforded development to acquire the broad range of skills they require. Various programs have been created, such as the first line leaders’ development programme (FLLDP), this is a five-day course which is classroom based. Within the force there are 1158 individuals within line management roles, of this figure 726 would be considered first line leaders (SWP, 2025c). 
Line managers equate to roughly 18% of the workforce. SWP L&D need to ensure that buy in is secured. This can be measured through attendance to various training initiatives like the FLLDP. 
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Table 2: FLLDP compliance figures from October 2023 – January 2025 (SWP, 2025d)
	Course
	Attendance v Optimum Capacity
	Cancellations v Overall Bookings
	Cost of Under-Occupancy
	How many people are on the waiting list 
	Future Bookings v Optimum      (Dec to Feb)

	FLLDP - Leading Self
	15/20 (75%)
	2/17 (12%)
	£3.3K
	77
	64/60 (107%)

	FLLDP - Operational
	17/20 (85%)
	2/19 (11%)
	£2.1K
	82
	66/60 (110%)



Table 3: FFLDP attendance data October 2024 (SWP, 2025d)
The data within table 2 indicates that compliance with the FLLDP course is at around 75% and for those officers who are seeking promotion it is at 22% and 15%. Further to this table 3 shows a snapshot of the figures for Octobers course. The data highlights cancellations costings the L&D team £5.4K and future bookings for this course are oversubscribed. 
SWP L&D will need to consider this data and review further to try and establish the reasons for the poor attendance and cancellations, feedback from focus groups could potentially identify this. 

[bookmark: _Toc190503877]Limited Time

[bookmark: _Hlk189418705]CIPD (2023a) highlight that the lack of learning time as the main barrier for L&D. Harris (2023) discussed over half of UK employees feel they are overworked, meaning there will be less time for learning. The Police Federation of England and Wales (PFEW) Pay and Morale Survey (2023) highlighted that 64% of officers feedback their workloads were too high. Furthermore, 40% of respondents highlighted being ‘dissatisfied’ or ‘very dissatisfied’ with opportunities for training.
Within the SWP 2023 engagement survey this was also highlighted as a concern for the workforce, individuals felt they were struggling to access the training required, with long waiting lists and the burden of work (SWP, 2023). 
The SWP people strategy it recognises that currently frontline supervisors spend a significant amount of time of time on incident management compared with people or development matters. It further outlines the challenges regarding abstraction time for classroom training. The strategy indicates utilising technology available, virtual classrooms and being more sensitive to geographic locations, with the aim of increasing optimisation of resources, reduce travel and abstraction time (SWP, 2021b). 
One of the most in demand training programmes FLLDP, individuals must commit five working days at police headquarters (Bridgend) and this is delivered in a classroom environment. The data and analysis show that SWP need to further embrace technology and look at additional ways to reduce abstractions for training to improve the efficiency of the service provided (SWP, 2025d). 

[bookmark: _Toc190503878]Poor or insufficient resources 

Omoigui (2022) reported that L&D functions are struggling due to lack of resources. Finch (2023) & Jackson (2024) highlights utilising and investing in tailored learning resources, outside of traditional training methods to overcoming these difficulties. Mehedintu (2024) outlined options which could support organisations struggling with resource management such as curating training programmes already in place, which would reduce the cost of developing learning from scratch. 
People Management (2024) outlined feedback from which line managers indicated that learning they were subjected to was inadequate and they were unable to access resources for learning. 
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Table 4: Overall L&D costs 2018 – 2025 (SWP, 2025d). 
SWP L&D costs increased. Costs can be attributed to the time and resources needed to attend training as underlined by the abstractions associated with the FLLDP and then the impact on team resources.

	Course Categories
	% of Abstractions

	Leadership/ PSD
	28%

	PPST & First Aid
	26%

	Public Order, Taser
	16%

	Force Training Days
	13%

	Investigative portfolio
	6%

	Safeguarding
	4%

	Driver
	4%

	Police Systems
	3%

	Development Hub
	0.2%
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Table 5 & 6:  Patrol Sergeant - Training abstractions (SWP, 2025d).
The above tables highlight the training abstractions currently for police sergeants, the top three training initiates for police sergeants, involve classroom-based inputs, some practical training, and officers would be abstracted for 10 days.  
CIPD (2023b) report highlighted 71% of managers who had received adequate training thought they had enough time for management; whereas those unhappy with training provided, only 21% thought they had been given enough time for management. 
SWP L&D could benefit from a review of training programs to see if there can be any tailored approach to learning such as online study to reduce abstractions and offer a blended learning approach. The 70:20:10 model which could support is highlighted within the strategy but doesn’t appear to be implemented (SWP, 2021b).

[bookmark: _Toc190503879]Resistance to new processes and change

Often when employees feel comfortable within their role and their knowledge levels, they may be resistant to change, clear communication is key to navigate this (Finch, 2023). Patient (2022) further supports, highlighting leaders can help reduce this by providing clear and transparent explanations.
Odilov (2023) outlines uncertainty around change can often be a cause for resistance. Highlighting some queries employees may have such as loss of control with work, negative impact on working relationships, job security and buy in from other members of the team. Change models can support organisations with embedding the transformation required. Kubler-Ross Grief Cycle (1969) is one model extensively used, Chavan and Bhattacharya (2022) discussed the five-step change model, highlighting analysing employee behaviours and how organisations can overcome this.
As discussed, SWP have a younger workforce demographic. People Management (2022) highlight that the younger employees have higher expectations in relation to learning and development opportunities. Segal (2022) supports this outlining Gen Z employees view work as an opportunity to learn, grow and develop. SWP L&D need to be mindful of this when developing new programmes and opportunities for learning which could be met with resistance if employee engagement isn’t sought. 
Williams and Sondhi (2022) review into recruitment of younger police officers, also highlighted changes to the Policing Education Qualifications Framework (PEQF) have created a more blended approach to learning which aims to embed and develop academic learning with the assistance of mentoring but did also note possible tensions between needs of younger recruits versus the traditional expectations of policing.
However, during initial training within SWP students undergo a six-month learning programme, almost entirely classroom based and taught through the medium of PowerPoint, which challenges the above. As discussed earlier, technology and immerse experiences could improve the initial learning phase to create a better learning experience for student officers. 
Social learning theory could support with improving interaction as part of this learning. Cheng and Chen (2024) analysed Albert Bandura's Social Cognitive Theory (1986) focusing on individual behaviours and self-efficacy. It also detailed the role of environmental factors affecting behaviour, for SWP this could be the learning facilities and approach to learning. 
The SWP people strategy (2021b) discusses challenges around delivering new and diverse training solutions. There is a clear need for mechanisms to be put in place to capture and manage the transfer of knowledge from experienced officers so that organisational insight and learning is captured. Currently within the force there are mentorship opportunities for new recruits as part of their initial probation period, outside of this period there are resources and support via the development hub on the force intranet. However, this page has had minimal engagement. Showing the need for further communications or programmes to be explored to harness and ensure that knowledge transfer can take place.

[bookmark: _Toc190503880]Conclusion

L&D strategies are a fundamental component which need to align with an organisations strategy to support and sustain performance. 
Organisations must be mindful of factors that will affect their ability to deliver their L&D strategy. How organisations respond to these factors will have an impact on the style and delivery of the learning. This can affect an organisation’s ability to develop, attract and retain individuals.
Creating a supportive and successful learning culture can support organisations by enhancing its reputation which can assist it becoming an employer of choice. The barriers shared by Finch (2023) are something that has and will impact SWP L&D delivery. 
Demographic changes in policing are shared throughout England and Wales. Within SWP, shared knowledge between younger and more experienced officers will be key and TNA should be considered to ensure there is no lost knowledge.
Technological advancements have had a significant impact on training delivery with AI and immerse experiences now utilised. SWP has embraced these methods of delivery and are looking to develop and establish for student officer learning. 
Lack of compliance and efficiency of L&D programmes within SWP namely FLLDP show further work needs to be undertaken to address this, due to the abstractions involved a more blended learning approach could support this. A review of these programmes should be considered.
Communication will be key in when implementing any new learning initiatives, as data shows employees value transparency. It is also clear that the younger demographic have different views on how they would like to learn and develop. Which SWP need to consider moving forward.  

[bookmark: _Toc190503881]Recommendations

Following the report and conclusion. The below recommendations have been made.
1. Issues with the current approach to training (poor uptake and buy in from individuals and line managers). Targeted focus groups with cohorts when they finish training will provide further insight to if the course content is fit for purpose. There could be benefits to this approach such as increased employee engagement and voice. CIPD (2025b) outlines that engagement can lead to building trust with employees, efficiency and organisational improvement. Costs to implement this would be time and employee engagement in the focus group. Sessions could be for one hour following training, a trainer for one hour would cost £17, average of 15 sergeant attending a course would be £300 for the hour (SWP, 2025e).
2. Currently the FLLDP isn’t fit for purpose, first line leaders account for 18% of the workforce (SWP, 2025c), this training is delivered face to face and over five days with a maximum occupancy of 20. The currently model for delivery is not reaching line managers in a timely manner and the data is suggesting cancellations are also costing SWP L&D. A new first line leadership programme could support. CIPD (2021) highlights digital learning platforms can support changing learning behaviours, deliver personalised learning and can support in changing culture. Microsoft SharePoint is a digital platform which can facilitate this new approach to upskilling and developing first line leaders at SWP. SharePoint allows content and knowledge to be shared in real time, individuals will be directed via link within their promotion confirmation letter. There will also be a designated teams chat where questions and knowledge sharing can occur. Trainers and HR advisors can facilitate learning, following a four-week period a final sign off can be achieved with a HR advisor via a 30-minute face to face or MS teams’ conversation. This approach will mean all supervisors can be targeted on promotion and learning can be blended via self-directed and direct learning. SWP already utilises MS365 so there is no additional cost to this rollout. 
3. Force wide communication and awareness to improve engagement to L&D intranet page. The current intranet page has numerous supportive resources available, however engagement is low at 22,249 hits on the page versus HR page with 148,225 (SWP, 2025f). The intranet page is already in place, support from a chief officer via a short video on the main force intranet page could boost activity and engagement. This awareness could then enhance engagement with learning initiatives and build a supporting learning culture. 
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