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Executive Summary

This report explores the external and internal factors influencing Bluestone National Park Resort's (BNPR) learning and development strategy.

The paper provides a critical analysis of BNPR’s current learning and development strategy, considering obstacles identified within the organisation’s learning culture. Challenges such as time constraints, resistance to change, budget limitations, and the need for neuro-inclusive learning are explored.

Recommendations are made to address these obstacles, including enhancing digital learning, promoting flexibility, and investing in neuro-inclusive practices. By overcoming these challenges, BNPR can build a more effective learning culture that drives employee growth, improves retention, and strengthens BNPR’s competitive position. 
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[bookmark: _Toc188617732]1.0 Introduction 

Established in 2008, Bluestone National Park Resort, also known as BNPR, is a privately owned five-star holiday destination located in Pembrokeshire. With over 900 permanent employees, the resort offers a unique experience for guests of all ages providing a range of accommodation, including luxury lodges and cottages, as well as various amenities and activities for guests to enjoy. As Pembrokeshire's largest private employer, BNPR is committed to being the employer of choice by creating a positive learning environment and providing favourable working conditions for its employees.

The CIPD (2020a) suggests that learning culture can be defined in various ways, often encompassing related concepts such as the learning organisation and learning climate. A learning culture is one where learning is deeply integrated into the processes and practices at the individual, team, and organisational levels. 

Huber (1991), further examines this idea, suggesting that organisations with a strong learning culture excel in generating, acquiring, and disseminating knowledge, while also adjusting their behaviour to incorporate new insights and understanding.

The CIPD (2020b) reports that organisations must prioritise the learning and development of their workforce to remain competitive and prepared for the complexities of the evolving workplace. Establishing a supportive learning environment is crucial for equipping employees and the organisation as a whole with the skills needed to adapt and respond to challenges with agility and efficiency. This is particularly common when it comes to retaining talent within BNPR, which operates in a competitive labour market where resources are limited due to lower unemployment rates compared to Wales overall (insert stats and ref). Additionally, local leisure and tourism businesses, which typically operate seasonally, are often able to offer attractive pay rates for a shorter period of time.


This paper explores the external and internal factors that impact BNPR’s learning and development strategy and critical analysis of the organisation’s current learning and development strategy. 






[bookmark: _Toc188617733]2.0 	The external factors that impact BNPR’s learning and development strategy.

The survival and growth of BNPR depends on its ability to respond swiftly and flexibly to social, technological, economic, and political changes. According to Garavan (2019), Learning and Development (L&D) plays a key role in this by equipping employees with the skills and knowledge necessary to adapt. L&D programmes ensure BNPR can remain agile, competitive, and aligned with evolving needs. It also helps manage internal shifts, making sure that both teams and leadership can meet new business challenges and strategic objectives.

[bookmark: _Toc188617734]Technology

The Bluestone Academy (BSA) has experienced a growth of emerging technologies, each impacting how the business delivers learning opportunities and enhances performance. These technologies include internet and mobile technologies to e-learning, virtual, and augmented learning, these innovations have opened up possibilities for the BSA. While the CIPD (2024a) suggests that technological innovations could significantly boost the global economy, they also indicate that new jobs will emerge while others may disappear. As a result, BNPR must continually reassess its workforce planning requirements and therefore develop its L&D strategy accordingly (BNPR, 2023).

The emergence of new technology has a profound financial impact on the BSA budget, as new initiatives require significant investment in infrastructure, implementation, delivery of training on new platforms, and ongoing maintenance, in addition to training the BSA team to stay ahead and remain competitive. People Management (2024a) reports that many companies are experiencing the effects of the digital skills gap, with over two-thirds of technology leaders in the UK expressing concern about the shortage of skilled professionals and its impact on business operations. This reality applies increased demand on the BSA team to upskill and develop existing talent as opposed to increasing recruitment costs for the business to find new suitable talent.

Technologies have transformed BSA strategy, digital learning, online collaboration tools for remote workers, such as Microsoft Teams have improved how learning is designed, delivered and evaluated. Platforms such as Microsoft Teams have enabled accessible learning experiences while improving efficiencies and reducing travel costs.  As highlighted by the CIPD (2024b) it is crucial to create a work environment where employees can seamlessly integrate technology into their daily tasks whether on-site or working remotely.


[bookmark: _Toc188617735]Globalisation

Globalisation has influenced the L&D strategy at BNPR by accommodating culturally diverse and inclusive training programmes, incorporating multilingual resources to accommodate the movement of people, such as Ukrainian workers, due to conflict, and employment sponsorship agreements for Chefs from abroad. Du and Colovic (2023) state that it is essential for organisations ongoing success to customise the L&D strategy and learning frameworks to effectively meet the learning needs and expectations of its employees.

Globalisation has prompted BNPR to integrate digital tools and platforms for remote learning, enabling employees from different regions across the UK to access training resources. Specialist roles, such as those in IT and marketing, have been filled under Flexible Work Arrangements (FWAs). A study by the CIPD (2018), suggests that the increase in demand for FWAs has been shown to reduce absenteeism and employee turnover, primarily by fostering greater employee commitment. As a result, BNPR has adapted its Learning and Development (L&D) strategy to include e-learning, webinars, and virtual collaboration tools to effectively support its workforce on resort and nationwide. 


[bookmark: _Toc188617736]Political

Political decisions, such as budgetary changes under the Labour government, can have a significant impact on BNPR's L&D strategy, primarily due to the associated cost implications for the business. For example, the introduction of the Wales Tourism Tax (Gov.UK, 2024) and the increase in employer National Insurance contributions (HM Revenue & Customs, 2024) are expected to impose an additional financial strain of approximately £1.2 million in 2025. This added cost could force BNPR to reassess its L&D priorities, potentially reducing the budget allocated for training and development initiatives. As a result, the company may need to explore more cost-effective training solutions, such as digital learning platforms, while prioritising critical skill development to ensure its workforce remains competitive despite the financial challenges. In response to these challenges People Management (2024b) published an article stating that L&D can improve overall company productivity and has the potential to transform every role and is a crucial driver of business success.






[bookmark: _Toc188617737]Social
Social factors have had a significant impact on BNPR’s (L&D) strategy, they influence the needs and expectations of the workforce. Demographic trends, such as a diverse workforce with varying generational preferences and learning styles, require BNPR’s L&D initiatives to be adaptable and inclusive. For example, younger employees tend to prefer digital learning formats like e-learning and webinars, while older employees might benefit more from traditional in-person training or mentorship programmes (CIPD, 2020c). Additionally, the growing emphasis on work-life balance and employee wellbeing means BNPR has continually enhanced its flexible learning options, such as remote or self-paced accessible courses, to accommodate a variety of schedules.





























[bookmark: _Toc188617738]3.0 The internal factors that impact BNPR’s learning and development strategy.

[bookmark: _Toc188617739]Legal & Compliance 

Legal and compliance factors have a significant impact on BNPR’s L&D strategy. BNPR are governed to include industry-specific standards specifically relating to workplace safety with the level of high-risk guest activities provided such as high ropes and canoeing. 

Relating specifically to BNPR’s vision canvas, striving to protect the planet by implementing essential measures to achieve Net zero by the year 2040 is a key objective, therefore Environmental, Social, and Governance (ESG) training plays a significant factor within the L&D strategy. According to Birch (2024), employees with strong environmental awareness and knowledge are key to driving corporate sustainability. The study highlights that companies prioritising the education, engagement, and empowerment of employees in sustainability not only enhance worker satisfaction but also accelerate their impact and foster significant organisational change.


[bookmark: _Toc188617740]Culture

Organisational culture significantly influences BNPR’s L&D strategy by shaping its priorities and methods. BNPR’s culture emphasises hospitality and innovation drives training in guest experience and creative problem-solving, while sustainability-focused values promote eco-friendly practices. BNPR’s inclusive culture leads to diverse and personalised development programmes, and feedback-rich environments encourage iterative L&D improvements. Aligning L&D initiatives with BNPR’s values, satisfaction and employee engagement, ensures a skilled workforce, enhances retention, and supports the resort’s long-term success in a competitive market. People Management (2023a), supports this notion, stating that a people-centric culture is crucial as it ensures that employees are engaged and motivated to perform their tasks.


[bookmark: _Toc188617741]Employee Attrition

Employee attrition has an impact on the L&D approach, placing emphasis on entry-level employee groups, such as those in housekeeping, plays a crucial role in reducing high turnover rates associated with the nature of these roles. Providing targeted training and support to employees in these positions, BNPR aims to address the specific challenges that contribute to attrition. This focused approach not only boosts engagement and job satisfaction but also helps identify skills gaps and learning needs early on, allowing for the creation of tailored L&D programmes. These programmes aim to enhance operational performance and efficiencies while offering employees opportunities for career growth, ultimately reducing turnover and fostering long-term retention in these roles. A report by CIPD (2024e) highlights that the hospitality sector experiences the highest turnover rates, at 52%, reinforcing the importance of BNPR continuously adapting the internal L&D strategy.
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CIPD (2024a)








[bookmark: _Toc188617742]4.0   A critical analysis of BNPR’s current learning and development strategy. 
The success of BNPR’s evolution is fundamentally dependent on the skills and capabilities of its employees. Daly and Overton (2017) express that organisational transformation is deeply interconnected with individual growth, and for this to occur, learning must be positioned as a central priority. The current L&D strategy at BNPR is championed by its Board of Directors, particularly its founder and CEO, whose ambition came to life by launching the BSA in 2019. At a senior level, the business recognises that the L&D function drives strategy and more importantly understands that any L&D intervention ultimately has an effect on the bottom line. The CIPD (2023) Learning at Work report emphasises this and states that managers believe the L&D function should play a crucial role in enhancing customer satisfaction and reducing operational costs. However, if senior leaders do not actively engage with L&D priorities, other managers and employees within the organisation may follow a similar leadership shadow and fail to engage, undermining the organisation's transformation efforts.

[bookmark: _Toc188617743]Employee Onboarding

The BSA plays a critical role in the early stages of the employee life cycle, introducing and embedding the ‘Bluestone Way’ cultures through the employee induction and onboarding, which is delivered by the central BSA team. Research by Caldwell and Peters (2018), highlights that effective onboarding delivers both immediate and long-term benefits for new employees and organisations. The study explains that employees who are successfully integrated into an organisation experience higher job satisfaction and organisational commitment, improved retention rates, faster time to productivity, and greater success in achieving customer satisfaction. BNPR recognises these advantages and that conversely, inadequate onboarding can result in reduced employee satisfaction, higher turnover rates, increased costs, decreased productivity, and lower levels of customer satisfaction.

[bookmark: _Toc188617744]Performance Management Framework

The "Bluestone Way" performance management framework is a central element of BNPR’s L&D strategy. The Bluestone Way (2023) framework is designed to foster continuous professional growth by implementing personalised development plans, which are informed by structured quarterly performance management discussions. These discussions play a crucial role in ensuring alignment between individual development objectives and BNPR’s organisational goals, which focus on enhancing business responsiveness, improving operational efficiency, and driving innovation. The framework aims to support employees in achieving these goals, while fostering a strategic approach to employee growth. However, the effectiveness of these development initiatives is heavily reliant on the ability of line managers to conduct meaningful, high-quality conversations that inspire and motivate employees. This presents a significant opportunity for improvement at BNPR, particularly in light of the high levels of employee attrition observed in certain operational departments. An additional challenge is the limited time available for these discussions, as the operational demands of the business often take priority. Given the fast-paced nature of the business environment, allocating adequate time for meaningful PDP conversations can be difficult, which may reduce the overall effectiveness of the framework. Stewart and Cureton (2014) highlight a growing trend in the adoption of competency frameworks as a means of enhancing employees’ business responsiveness and flexibility, yet the successful implementation of such frameworks is often contingent on overcoming these operational constraints.

According to People Management (2023b), fostering a learning culture within the workplace is a powerful strategy to support both business and employee success. When organisations successfully implement this approach, they are estimated to be 92% more likely to drive innovation and 37% more productive. Nevertheless, it is evident that introducing organisational change through the establishment of a learning culture can present a range of challenges for BNPR.

[bookmark: _Toc188617745]Time Constraints

Fitch( 2023), highlights four common barriers to employees' personal and professional development, with limited time being one of the key challenges. In the UK, 53% of workers report feeling overburdened due to heavy workloads and demanding schedules (People Management 2023a). At BNPR, managers face a similar challenge, as they are required to complete numerous guest facing and operational tasks during their shifts. As a result, many employees find it difficult to allocate time for learning and professional development. The constant pressure to meet tight deadlines and commercial targets often leads them to prioritise immediate work demands over opportunities for training and growth.

[bookmark: _Toc188617746]Resistance to New Processes and Change

To address another of Fitch’s identified barriers to employee personal and professional development, namely resistance to new processes and change, BNPR introduced a monthly BSA bulletin, distributed to all employees. The bulletin aims to enhance the visibility and accessibility of upcoming L&D workshops and learning solutions, enabling employees to independently explore available options or discuss their development opportunities with their line manager. However, often the people management workshops can be lengthy six-hour workshops, which line managers often refrain from booking due to time constraints and or lack of confidence that the content being delivered will be relevant to their job role. Zhu et al., (2023), support this notion and argue that such challenges have detrimental effect online manager development and growth. 
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(Bluestone, 2024)

Shackleton-Jones (2023) reinforces this challenge by asserting that 'people management' is a crucial aspect of leadership, making up around 60% of a leader's role. He found that many leaders struggle to shift their focus, often holding on to the tasks they performed before transitioning into people management. Therefore, it is essential for BNPR to recognise that, for its people managers to embrace change, the organisation must communicate an engaging and effective L&D experience.

[bookmark: _Toc188617747]Neuro-inclusive Learning Approach 

Another reason employees may resist engaging with BNPR's L&D strategy is the lack of neuro-inclusive learning approaches. In today’s diverse workplace, Boon (2020), identifies that employees have varying cognitive needs, yet traditional learning methods often fail to accommodate neurodiverse individuals, such as those with ADHD, dyslexia, or autism spectrum conditions. Without incorporating neuro-inclusive practices, such as providing flexible learning formats, tailored resources, or alternative communication methods, BNPR risks alienating employees who could benefit from a more personalised approach. As highlighted by the CIPD (2024c) this lack of inclusivity can lead to feelings of frustration and disengagement, ultimately hindering the effectiveness of BNPR’s L&D initiatives and limiting the potential of neurodiverse employees.
[bookmark: _Toc188617748]Financial Resources

Another of Fitch’s obstacles to effective L&D is the lack of resources, which is often a challenge at BNPR due to budgetary constraints that impact the L&D budget. Without access to the necessary tools, materials, or training opportunities, employees may struggle to acquire the skills needed to adapt to sector innovations and trends. A report published by the Department for Work and Pensions (2006) reveals that the absence of sufficient resources, such as relevant training platforms, digital libraries, and online courses can hinder employee development, limiting their potential and, consequently, affecting the organisation’s overall performance. To overcome this barrier, BNPR must consider investing in tailored learning resources, even if it requires a long-term financial commitment. While this investment may take time to yield results, it will ultimately foster an increasingly skilled workforce that can drive the organisation forward and improve long-term performance.

[bookmark: _Toc188617749]Learning Theories

Whilst there are evident challenges with the L&D approach at BNPR, the organisation evidently embraces an arrangement of learning theories. Research by Chandler and Hwang (2015), conclude that learning theories are frameworks that explain how individuals acquire, process, and retain knowledge and skills. These theories play a crucial role in designing L&D strategy at BNPR. 

Once an employee has successfully onboarded and integrated into their respective department at BNPR, social learning becomes a key component of their development, particularly due to the fast-paced nature of the work environment. Social Learning Theory, introduced by Albert Bandura, suggests that individuals learn through observing others, imitating their behaviours, and modelling actions based on the outcomes they witness (Ozer, 2022). The theory encompasses critical elements such as attention, retention and motivation, with learning occurring when individuals focus on, remember, and are driven to replicate the observed behaviours. At BNPR, this theory is implemented through practices like mentoring, coaching, collaborative learning, and leadership development, enabling employees to learn from more experienced colleagues. By fostering a culture where employees can learn from one another and from role models, BNPR enhances knowledge sharing, skill development, and overall organisational performance. However, the degradation of employee skills and the perpetuation of poor practices at BNPR can undermine social learning theory, as employees often replicate the behaviours observed in their peers (Molavi, Tahbaz-Salehi and Jadbabaie, 2018). 

BNPR also integrates a positive interpretation of Behaviourism Learning Theory in its approach to employee development. As described by Rilling (2000), John Watson’s Behaviourism Learning Theory asserts that learning is primarily a product of environmental stimuli and reinforcement. This theoretical framework suggests that individuals acquire knowledge and skills through observable behaviours, which are shaped and maintained by external rewards or punishments. One of the core components of this theory is the concept of reinforcement: positive reinforcement encourages the repetition of desirable behaviours through rewards, while negative reinforcement seeks to reduce or eliminate undesirable behaviours by applying consequences. Importantly, Behaviourism places minimal emphasis on internal cognitive processes such as thoughts, emotions, or motivations, instead focusing on the influence of external factors that directly shape observable behaviour.

In practice, BNPR employs this approach by incentivising employees with Bluestone Points for the completion of mandatory e-learning modules. These points, which are directly tied to the demonstration of desired learning behaviours, can be redeemed for a variety of resort activities, providing employees with a clear, tangible reward for their engagement in learning. This system aligns with the principles of positive reinforcement, as employees are motivated to participate in the e-learning process by the prospect of these rewards. Additionally, BNPR further reinforces this behavioural framework by offering financial remuneration to employees who successfully complete recognised qualifications that are pertinent to their roles and responsibilities. According to Wu et al., (2012), this not only serves to enhance employees' skills and qualifications but also strengthens the association between successful learning and tangible, extrinsic rewards. Through these strategies, BNPR effectively aligns its practices with the Behaviourism Learning Theory, reinforcing both the acquisition of knowledge and the desired behaviours within the organisation.

[bookmark: _Toc188617750]5.0 Conclusion
In conclusion, BNPR's current L&D strategy demonstrates a strong commitment to fostering employee growth, aligning with its overall business objectives. The integration of the "Bluestone Way" performance management framework, effective onboarding practices, and the emphasis on social and behavioural learning theories showcase the organisation's proactive approach to developing its workforce. However, several challenges, including time constraints, resistance to change, and the need for neuro-inclusive learning strategies, need to be addressed for the L&D strategy to reach its full potential. Furthermore, budgetary limitations may hinder the provision of necessary resources, which could impact long-term development goals. To ensure sustained success, BNPR must continue to refine its L&D initiatives, focusing on inclusivity, employee engagement, and the allocation of resources. By overcoming these challenges, BNPR can create a robust learning culture that drives innovation, enhances employee satisfaction, and ultimately contributes to the organisation's ongoing success and competitiveness.

[bookmark: _Toc188617751]6.0 Recommendations
To enhance the effectiveness of BNPR’s L&D strategy, several targeted actions are recommended. These actions aim to address the identified challenges while leveraging existing strengths to create a robust and sustainable learning culture.
[bookmark: _Toc188617752]Recommendation 1: Foster a Time-Conscious Learning Culture
To address time constraints in training at BNPR, adopting time-efficient learning solutions is crucial. Microlearning workshops, comprising concise, focused training on key people management topics, should be developed. These modules, delivered flexibly around the operation, face to face, can be created using internal expertise at an estimated cost of £500 per module. Prior Filipe et al., (2020), suggest that this format allows employees to engage in training during shorter intervals or between tasks, minimising disruption to daily operations. To ensure employees can dedicate time to learning, BNPR could allocate "learning hours" specific periods during work hours set aside for professional development. Bauwens et al., (2020), states that while this might necessitate temporary staff cover, costing an estimated £10,000–£20,000 annually, it reinforces a commitment to learning without compromising operational efficiency. However, a report by the CIPD (2021), argue these costs are justified by the improved productivity and job satisfaction that result from enhanced employee skills and knowledge.

[bookmark: _Toc188617753]Recommendation 2: Develop Neuro-Inclusive Learning Strategies
BNPR should implement neuro-inclusive practices in its L&D strategy to support diverse cognitive needs, including those of neurodiverse employees. According to Readhead and Owen (2020), this can be achieved by offering varied learning formats, such as video tutorials, text-based resources, audio materials, and hands-on activities. Development costs for these resources range from £3,000 to £15,000, depending on the complexity and production quality. Tailored strategies, such as extended completion times and one-on-one coaching sessions, would cost between £2,000 and £6,000 annually. Additionally, neurodiversity training for the BSA facilitators, line managers and employees is crucial, with trainer fees and indirect productivity costs totaling £15,000 to £20,000. Creating a supportive environment through ongoing culture-building initiatives, awareness campaigns, and continuous training could add £3,000 to £10,000 yearly. A Neuroinclusion at Work report published by the CIPD (2024e), suggests that while the initial investment is significant, the long-term benefits of fostering an inclusive work environment will improve employee engagement, retention, and productivity, benefiting both neurodiverse and neurotypical employees.

[bookmark: _Toc188617754]Recommendation 3: Strengthen Line Manager Capabilities
The success of the "Bluestone Way" framework and Personal Development Plans (PDPs) heavily relies on the capability of line managers. To enhance their effectiveness, BNPR should offer targeted leadership development programmes focused on coaching, feedback delivery, and people management skills. External training providers may charge £1,500 to £3,000 per participant. These programmes could include modular training, mentoring opportunities, and scenario-based workshops that simulate real-world challenges faced by line managers. Mentoring opportunities, either through external experts at £500 to £1,500 per month or internal mentors, will add costs, ranging from £5,000 to £10,000 per month. Özer, Can and Duran (2020) suggest quality coaching and mentoring can improve confidence and competence in facilitating meaningful PDP discussions, BNPR can ensure a stronger alignment between individual development goals and organisational objectives.

While these initiatives entail initial costs, they contribute to long-term savings by improving employee skills, retention, and productivity, reducing recruitment and retraining expenses. This approach aligns with BNPR’s goals of operational efficiency and fostering a strong learning culture.
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Can you believe it's that time of year again already? As we embrace the final month of
2024, we're excited to showcase what we do best here on resort- Christmas! We've lined
up some fantastic training sessions just for you, designed to enhance your skills and
boost your expertise before the year is through. Join us and let’s make this year-end a
truly productive one!

) | WHATS ONT]
* 7K COMPANY VISION DAY ¢ 03
‘TUESDAY 3~ DECEMBER
Don't miss the final Company Vision Day of 2024!
This is a mandatory session for all new employees during their probationary period.
Highlights of the Day:
'« Time Out with Willlam: Gain insights and inspiration.
. Guest Experience Tralning: Elevate your customer service skills.
+  Sustalnabllity: Learn about our commitment to a greener future.
Join hosts Willlam McNamara, Marten Lewls, and Clalre Lewls for an engaging and
informative day. The first session was a huge success, and we can't wait to see you thevdx
E COMPANY INDUCTION

We've had an amazing time welcoming all our new starters throughout the year,
and now we've reached the final Company Induction day of 2024!

Engaging our new starters on ‘everything they need to know’, our business culture,
aims and objectives, Sunflower Hidden Disability scheme, support and services,
health & Safety, a resort tour & much more.

This Is for all new starters, to be attended on thelr first day In the business.
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