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Executive Summary

This report highlights how the Welsh Ambulance Service must rise to the challenge in how our Learning and Development Strategy must be fit for how our services are delivered, now and in the future. Covid 19 has opened both challenge and opportunity to refresh thinking, critically analyse current processes to evaluate internal and external factors impacting on the organisations valuable key assets; Human Capital. This report offers recommendations based on a critical analysis of learning methodology as applied to WAST including emerging trends in L&D and how these can be incorporated into a new way of learning and developing future leaders. The internal and external factors impacting on WAST are explored using PESTLE and SWOT as we continue to operate in a challenging climate. How we nurture and develop our existing talent pool by developing learning resources that are centric to both the learner and the business needs is integral in meeting the demands of an economic crisis and emergent themes in the world of work and L&D.
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Abbreviations and Glossary of Terms
PESTLE – Political, Economic, Social, Technology, Legal, Environmental 
SWOT – Strengths, Weakness, Opportunities, Threats
VUCA – Volatile, Unpredictable, Complex, Ambiguous
IPPR – Institute of Public Policy and Research
NHS – National Health Service
L&D – Learning and Development
WAST – Welsh Ambulance Services NHS Trust 
VR – Virtual Reality
AR – Augmented Reality
CIPD – Chartered Institute of Personnel and Development 
DDI – Development Dimensions International
ILM – Institute of Leadership and Management
ROI – Return on Investment
ESR – Electronic Staff Record
PADR – Personal Appraisal and Development Review 
HR – Human Resources
IMTP – Integrated Medium-Term Plan
GDPR – General Data Protection Regulations 
Figure 1 - SWOT Analysis of key PESTLE factors as opportunities
Figure 2 – The Learning Elimination Curve 
Figure 3 - Where Leaders Need Help the Most


Contents - 
Page 1 – Cover Page
Page 2 – Executive Summary
Page 3 – Glossary
Page 5 – 1.0 Introduction	
Page 6 – 2.0 PESTLE Analysis 
Page 7 - 2.1 SWOT Analysis
Page 8 – 3.0 Identifiable Emerging Learning Need – Nurturing Future Leaders
Page 9 - 3.1 Organisational and Individual Learning Needs
Page 9 - 4.0 Evaluation of Contemporary Methods in Creating a Learning Resource
Page 11 – 4.1 Digital Platforms and Technology
Page 11 – 4.2 Diverse Workforce and Generational Factors
Page 12 – 4.3 Digital Literacy; Constructivism Theory
Page 14 – 4.4 Context v. Content – Learning Re-defined
Page 15 – 5.0 Evaluating Learning and Return on Investment/Expectations
Page 17 – 6.0 Conclusion
Page 18 – 7.0 Recommendations and Action Plan
Page 19 -   References
Appendices
1 – PESTLE Analysis
2 – SWOT Analysis



1.0 Introduction
Organisations were battling skills shortages way before Covid changed the way we work. Standards of on-the-job learning, measurement of such initiatives and return on investment (ROI) are key elements of how WAST operationalises its Learning and Development (L&D) Strategy (Kilroy, 2017, p5.) WAST must consider how its work generates value for internal stakeholders, and the capacity for external stakeholders to benefit from how we work (CIPD, 2017a, b). 
Our L&D offerings are evolving with focus moving to how learning is delivered considering styles, context and accessibility. Work based learning to develop existing staff must be developed, using operational facilitators such as competency-based programmes alongside contemporary methods will achieve an improved understanding of individual needs and departmental cultures. Key stakeholders starting with the individuals through to trade union partners and C-Suite executives must collaborate to grow as an organisation, its through our people we can achieve this. 
As we continue through wide scale progressive transformational change, how we develop our people is key to its success. Initiatives such as complex management decisions require compassionate and knowledgable leaders with resources available to support at point of need, not everything can be self directed and needs interaction to embed (behaviours). To inform this a SWOT and PESTLE analysis is discussed to highlight the learning need and skills gap.
By critically analysing adult learning styles and methods it will inform the proposed leadership development plan and competency-based resource to address the skills gap due to recruitment and retention issues in WAST. 

2.0 PESTLE Analysis
Strategic People Management (SPM) is a framework that aligns workforce and organisational development practices with long-term business goals and success (CIPD, 2021c). A PESTLE Analysis of the factors affecting the learning needs of all grades of staff within WAST highlights areas of concern, progress, recommendations to identify current and future needs in order to maintain, develop existing talent and gain new and developing areas of speciality (CIPD, 2021d). 
Appendix 1 details the full analysis, for the purpose of this report economy, social, environment and technology identify the learning need based on the skills gap due to disruption in the workplace impacted on by the global pandemic (CIPD, 2021e). The external environment has exposed existing gaps in specific skillsets, leadership capacity and capability for the future. This is due to changes in the economy resulting in significant increase of cost of living expenses, increase in NI contributions, rise in energy prices, rises in inflation and interest rates. Labour costs are increasing with costs of recruitment rising and retention falling. Technology has impacted due to the explosion of digital offerings and remote working linking up organisations, often globally where prior to the pandemic there was hesitancy there is now a global trend influencing the world of work. Technology is also a further trend that has increased in relevancy and application to the global world of work, opening opportunities to access talent and provide resources and learning content (CIPD, 2021f). Social networking now further connects people with LinkedIn offering learning and further opportunities to explore academia. There has been a drive to digitalise the NHS, and this has accelerated since Covid, WAST continues to explore AI and immersive classrooms for clinical staff. 
Social impacts of the great 're-think' or resignation means the workforce becoming externally mobile and seeking better work life balance (CIPD, 2021g). Cost of living rising, five generations in the same workforce opens challenges as well as opportunities to refresh and rethink how we recruit, develop and retain talent with attitudes to careers changing. The impact of Covid on peoples’ lives is also not to be underestimated with long Covid affecting day to day activities of 1.2 million people (Cholteeva, 2022), how this impacts the organisation supporting individuals to remain well and in work. Thomas et al in an IPPR report (2022) document 400,000 have left the workforce since the start of the pandemic estimating a loss of £8 billion in economic output as further socio-economic disruption.

2.1 SWOT Analysis
A SWOT analysis has been used to further explore the PESTLE to inform the learning need, meet the gap in future leader capacity and how we operate in our current environment. It is a continuous process of expose and hold accountability to how the organisation needs to change to meet the challenge of external threats and environment. See Appendix 2 for a full SWOT analysis as a strategic framework and diagnostic tool (CIPD, 2021h). Fig. 1 illustrates how SWOT further explores threats built on from PESTLE, what external threats affect business as usual and the opportunities to re-think and redesign thinking, L&D and how its delivered.
[image: ]Fig. 1 SWOT Analysis of key PESTLE factors as opportunities.

3.0 Identifiable Emerging Learning Need – Nurturing Future Leaders
Our business objectives set out in the IMTP (2021-2024) clarifies what we need to achieve,
the competency framework will set out how we will achieve those objectives.  Setting out our competencies direct the skills, knowledge and behaviours that will lead to successful performance (Civil Service, 2012).
Our current strategy towards 2024 is based on data sets pre-pandemic and skillsets that are now largely changed, the way we deliver our services has changed and is changing. Interestingly Shackleton Jones (2019, p. 111) posits that there is no future skills crisis, adding that human beings are externalising the need to learn, easy to use resources such as checklists could erase the future skills crisis. Gawande (2011) highlighted that point-of-need resources in the form of checklists can be much more effective than conventional training at changing behaviour. L&D is more important than ever for developing existing talent for organisational goals and success (Martindale 2017), rethinking design is vital to inform design and delivery, moving from training to learning, utilising emerging trends and technology, evaluating where they fit best.

3.1 Organisational and Individual Learning Needs Analysis
Notwithstanding the considerable shift to digital learning since the pandemic, the use of technologies that could potentially make learning more engaging and effective are unchanged, remains low and those using mobile apps, chatbots, VR and AR animations or games is largely unchanged from last year (CIPD, 2021b). VR has been used to great success for clinical contexts, but it does not have a clear role in leadership development. WAST has employed gamification for engaging in staff surveys and the creation of public access applications, but no further work is planned for leadership development. Providing resources for individuals is context driven, not all methods are suitable for all, resources must be effective to enable individuals with low levels of capability to explore roles of those with high level capability thus reducing the learning curve (Shackleton-Jones, 2019, p113).
A balanced combination of in-house development utilising technology with external business school partnerships and cross sector collaboration is an important way of developing leaders as the result can be a cross pollination of leaders (Howlett, 2020) which aligns with Gardners Theory of Multiple Intelligences discussed later in this report. A study from 2007 cited by Whitehouse (2019) identify that line managers play a key role in organisational success, as HR agents between employees and senior leaders which impacts greatly on employee behaviour.      
The World Economics Forum (WEF, 2020) predicted that 65% of school children would work in jobs that currently do not exist, translating this to WAST and its vision for the future means how we develop, and nurture future leaders must start within, resources not courses. Future leaders are a group of individuals with a desire to progress in their career, understanding the needs of the group is the starting point for how learning is developed (WEF, 2020). Creating resources that support current and developing leaders to accelerate performance and capability in their roles by improving time to competence, boosts productivity and centric to the individual learners needs. Making this switch from building individual capability to building organisational capability is key to organisation performance and employee experience (Shackleton Jones, 2019). 
The ongoing workforce disruption exacerbated by the pandemic has created the opportunity to refresh thinking, collaborate learning opportunities and embrace digital technology to align learning with organisational needs in supporting upskilling, redeployment and succession planning (CIPD, 2021i).  


4.0 Evaluation of contemporary methods in creating a learning resource 
Learning theory as applied to adults, Blaschke & Hase (2016) assume that most learning takes place in complex contexts, whilst context influences learning design there are multiple learning contexts to consider in adult learning design (Griffiths & Inman, 2017). Shackleton-Jones (2019) opposes this by adding that the starting point for the design must begin with the individual, and their connection to the learning so that the main challenge will be creating a resource that causes a strong reaction, that shifts their concerns using methodology that fits, at point of need. The learning elimination curve (see fig. 2) shows the further away from the point at which you need the information, more cost and time is incurred. In order to prevent the need to memorise information, learning in the flow of work using competency-based approaches to nurturing future leaders is the most appropriate method for this organisational and individual learning need. Supported by Shackleton-Jones (2019) it is important learners can access learning materials at point of need and central to learning in the flow of work (CIPD, 2021j). This is critical to the socioeconomic challenges faced by WAST and its business productivity and economic prosperity.
Fig. 2. Adapted from Shackleton – Jones (2019) Resources not Courses.[image: ]


4.1 Digital Platforms and Technology
The web has evolved over the last three decades from a source of content to a web of thoughts, education, entertainment, communication and business (Germain, 2020, p. 170). The ability to remain competitive relies on education at all levels teaching individuals using the wide range of available and developing digital platforms to better meet the needs of employees, and organisations. A report by DDI (2020) challenges this by proposing it is the expectations of leaders that is changing the landscape for leadership development, not technology. Continuous digital innovation is here, L&D must remain responsive to these challenges and opportunities to revolutionise adult workplace learning.


4.2 Diverse Workforce and Generational Factors
The appeal to a multigenerational workforce is a challenge as well as the demographics of the workforce. E-learning and distance learning is an enabler for the demographics and widespread workforce making learning availability to all but the multi generational workforce means accessibility is hindered. A study in 2016 predicted that by 2020 50% of the workforce will be millennials and 75% by 2025 (Morgan, 2016) and as digital natives they will prefer this accessibility. Opening support channels via local learner champions, mentors and coaches is key and must align with the development plan as an enabler for success.
As an example, we have rolled out a phased approach for apple iPads as our platform of choice for integration with apps, EPCR (electronic patient clinical record) and cross boundary working in health and social care. The downside to this is the phased roll out and the difference in user interface as well as digital literacy impacted engagement with learning opportunities and resources. 

4.3 Digital literacy; constructivism theory
Digital natives will access remote options more openly than those who don’t have this experience to draw on. This is based in constructivism where Bangert (2005) found that most learners perceived that when the educator used constructivist-based principles to effectively promote student learning it was a valuable learning experience. The constructivism approach is that learning is built on the foundation of previous knowledge and learning is therefore constructed from this. (Mc Leod, 2019).
There are two concerns here, firstly not all staff have the same digital literacy, and everyone has their own experiences to draw upon. The use of technology for today’s learner is influenced by the perception that we are self-directed and adept at using digital sources for information-gathering (CIPD, 2017k, p.3), however attitudes to digital learning is varied and difficult to quantify due to today’s multigenerational workforce requiring more attention to inclusion and diversity. Asynchronous work based or self-directed e-learning must be supported by competency-based frameworks so that individuals access content that suit their needs. Barriers such as motivation and GDPR when it comes to e-learning must be considered when exploring digital influence in the strategic development plan and competency-based plan for future leaders.
Secondly, how can we measure the impact the learning has had and its effectiveness? Everyone starts somewhere and learners who develop their own individual mental model of the real world from their perceptions of that world (Mc Leod, 2019) will interpret differently and not collectively. Building on previous experiences, new or modified knowledge will influence the individual to build on the new learning experience, possibly further exploring the subject (Phillips, 1995). Constructivism is ‘an approach to learning that holds that people actively construct or make their own knowledge and that reality is determined by the experiences of the learner’ (Elliott et al., 2000, p. 256).  
A possible misinterpretation of constructivism could be learners who construct their own meaning will result in academic chaos and lack of measurable outcomes (Jonassen, 1991).
Davachi et al (2010) attempts to answer this with the assumption that challenging the learner triggers a retrieval response to recent learning which enhances long term retention with the idea that we map new learning to existing knowledge to generate new understanding and ways to apply learning. Introducing mediums such as online, e-learning, remote access courses blending, teams based and forums within person and resource-based activities can optimise the learner experience, aligning to the competency framework matching business needs. 
Gardner developed his theory of multiple intelligences in late 1970’s in order to challenge academic psychologists. The theory posits that individuals possess eight or more autonomous intelligences that are used to solve relevant societal problems (Gardner et al, 2012). It can be summed up by individualisation that posits we all learn differently, and pluralisation as the idea that by using multiple methods of learning we activate Gardner theory of multiple intelligences. 
By introducing a variety of learning methods and approaches helps learners to think about the subject from different perspectives therefore deepening their knowledge and improving accessibility (Gardner, 2011). When considering technology, there are many ways that learners can access a variety of knowledge and content dependant on their individual needs. Offering a competency-based development resource for future learners improves diversity and inclusion (Marenus, 2020) captures imagination and curiosity in learners, and ownership of their development journey.
When considering learning that sticks, what challenges us drives our learning and transition into new roles. By using an individual skills gap analysis, we can make best use of resources and methods to support individuals to develop new knowledge and behaviours (Shackleton, 2019, p116). 

4.4 Context v. Content – Learning Re-defined
If context drives design, it must be considered in the design process, failure to do so could contribute to shallow, poor and incomplete learning (Hattie & Yates (2014), cited in Griffiths & Inman, 2017). 
When considering learning design, factors such as how adults learn, methods, content, environment and evaluating that learning has taken place (Biggs & Tang, 2011). Knowles et al (2015) argue that adult learning theory (androgogy) must be considered in the design, self-directed learning, ownership of learning and self-concept in the learners’ experience. When considering a learning resource for future leaders the idea of context and outcome of the learning must be co-created to develop a prepared leader with transferable skills to the context they work in (Griffiths & Inman, 2017). The concept of learning in the flow of work supports this as part of a multiple learning context in order to capture all styles of learning whilst achieving competency-based development and performance. 
Shackleton-Jones (2019) argues that learning elimination is key by developing point of need resources. In order to capture the multifaceted domains of learning, both context and content it is proposed that a competency-based resource is the foundation of the development plan for future leaders. This will provide clarity of role as well as broad methods to include, e-learning, gamification, teams based learning and external courses such as ILM to blend the approach to fit all styles of learning and experience.
The availability and accessibility of forums, teams-based learning for leaders and coaches can-be a barrier whilst the increasing offerings of e-learning and blended learning, movement away from courses and towards resources with some face-to-face learning is a positive step.  Bespoke learning programmes with tailored content as part of an “Aspiring Leaders’ programme is a long-term approach aimed at bridging the gap between employee and becoming a leader (Whitehouse, 2019) adding local learning champions, mentors and coaches to promote delivery and access.
When evaluating acceptance of e-learning behaviours such as social influence, stress, fatigue and perceived usefulness, attitude and perceived usefulness are critical behavioural intentions (Olasina, 2018). Despite this study being pre-pandemic, this is likely to be a similar position today and an area for further research.
In challenge to this, Shackleton Jones (2019, p.115) worked with agencies and not companies to disprove this theory, producing content that was a rich mix of video, animation and how to guides that were accessible on individuals own devices rather than e-learning modules creating an inclusive and diverse option for learners explore. This is the approach recommended for nurturing future leaders, creating content that appeals and is accessible. Another view of this approach as well as learning in the flow of work is the experiential learning approach whereby learning is cyclical and the learner pro-actively co-creates learning, further supported by constructivism (LinkedIn, 2022).

5.0 Evaluating Learning and Return on Investment/Expectations.
Learning must be aligned with business needs; external factors are affecting how we recruit and retain talent with a focus on leadership. Measuring the return is multifaceted, according to LinkedIn Learning (2022), not much has changed in how we measure success. The rich data is found in the qualitative feedback via staff surveys, completion rates based on profiling taken off ESR and through PADR completion. Further to feedback measures such as retention and internal mobility is a measure of success. Succession planning and execution, taking ‘classroom feedback’ further to align with organisational growth which includes collaborations with partners further develops the integrated approach (LinkedIn, 2022). Google Analytics can also provide quantitative data on access to in-house online content, whilst Shackleton Jones (2019, p 115) adds that tracking access to these resources makes no sense. This is where qualitative data such as staff surveys, return to work meetings, HR audits of policy and feedback forums can provide rich valuable measures. Both these methods can assist content strategy and where focus needs to go as well as concerns received via the grievance process, from service users, key stakeholders and staff reporting systems such as datix. 
In producing a development resource, the measurement must evaluate if ‘content dumping’ has impacted on the learner experience by analysing what people care about and their aspirations and whether the resource is meeting their needs (Shackleton Jones, 2019, p116).
Consideration to measuring return on expectations starts at the design stage and follows through to implementation. Mapping is used to guide the design of implementation processes with the focus of aligning the context and content to the real-world it relates to in order to maximise the impact of implementation and how it will be measured (Shultes et al, 2022). This can be achieved by involving future leaders in the design of what they see as key competencies and how these can be achieved. Kirkpatrick (1959) created a tool for evaluating learning effectiveness, though this can be labour intensive to use in todays world of work (MindTools, 2021a) with a preference towards the 70-20-10 model to foster learning in todays new world (MindTools, 2021b).
 
6.0 Conclusion

The emerging learning need is as a result of disruptions in the world of work, WAST has already embraced the changes through steps in enhancing online offerings and blended approaches with bite size sessions that aspiring and developing leaders can access. This proposal of a learning resource that guides the individual through competency-based workbook with options to explore the sections through workplace-based learning technology, mentorship and coaching will diversify opportunities, opening career pathways to those who aspire to lead in WAST. The core competencies within this document are transferable skills that embrace learning styles and approaches with access to face to face, online and teams-based learning so that wherever in the organisation the individual works, the collaboration of different styles and leadership experiences enhances the learning journey.

7.0 Recommendations and Action Plan
The strategic direction of an organisation is impacted by the talent available within the organisation (Schuler, 2015), having a learning and coaching culture such as the L&D strategy in WAST, builds a strong foundation of respect and professional integrity, this has a strong influence on talent attraction and retention (Gallardo et al, 2019). What is needed is a re-imagining of how learning is delivered, classroom-based courses won’t necessarily work in an increasingly VUCA world (Howlett, 2020).
However, this is not wholly supported by Locke, cited in Howlett (2020) arguing that Covid is not going to change things as much as we think, adding that classrooms will continue with a blend of online offerings to emphasise leadership development adding to the classroom experience, enhancing certain aspects of leadership development, see Fig. 3 for an evaluation of what leaders need. 
[image: ]Fig. 3. Adapted from Development Dimensions International (2021)

Offering a structured yet versatile suite of resources centralised around a competency framework is a dynamic and evolving process that will require the support of the Trust Board, Workforce and Organisation Development teams as well as our directorate level practice development teams and the engagement of our workforce to embed lifelong learning culture. Offering different resources with accessibility via different platforms improves inclusion and the resilience and agility of our people.  
A draft competency framework is available, following evaluation and approval this can be extended across all directorates with bitesize recordings available, support via local learning champions and mentors, and discussed at monthly 1-1 meetings with line managers. The individual has ownership of their workbook, journey and direction of approach, accessing the resources at point of need via the Learning and Development Hub.
When considering the definition of costs many interpretations exist though there is one key distinction, whether this learning intervention is internal or external (CIPD, 2021m). The cost impact on this is held within the L&D budget and proposed to be £10,000 covering resource and people costs, IT input to build the platform for access to and sharing of resources. There are internal and external risks of not following this proposal with increasing loss of talent, productivity and success and poor performance of business objectives resulting potential loss of vital external funding and commissioning.
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