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The report below outlines the business case for introducing a learning intervention for leaders in HDUHB. This would be in the form of a peer-to-peer social learning via the online platform, Cognify (2021). 
The business case outlines the identification of the need to support leadership development to future proof HDUHB.  There are experienced senior leaders in the organisation who are moving towards retirement, who do not currently have an easily accessible way to transfer the knowledge they have and support newly recruited managers. The learning intervention will support succession planning and help new leaders reach full competency and deliver best practice in their roles more effectively.
The solution considers how the future workforce wants to learn, in terms of intuitive technology-friendly systems, which encompass the benefits of social learning. The proposal suggests pairing selected users or peers with those with similar or enhanced experience. This in turn will allow them to provide support and knowledge transfer for projects, roles, or service initiatives in HDUHB. 
The outline cost for this project is £31,200 per annum, based on all managers (2,600) having access to the platform. In terms of the roll-out, the scheme should be piloted, with an initial 100 managers, selected by the organisation. In terms of cost, this pilot would be in the region of £1,200, this could then be expanded to all managers in the service. 
In terms of potential return on investment, it should support the retention of talent in the organisation as per the Healthier Wales (2021)  Welsh Government Agenda and support managers to become better leaders and therefore have better healthcare performance outcomes. The project should attract savings in terms of retention and succession planning with a reduction in leavers and more employees able to reduce the harder-to-fill organisational roles. 
The report also addresses some of the potential hurdles that may need to be overcome such as access to IT services, organisational buy-in to the project and ensuring the right skills and behaviours are being taught. 
Overall, the learning intervention is designed to ensure that service needs are met alongside the need to ensure that learning is delivered in a modern, cost effective, user-friendly method. 
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HDUHB – Hywel Dda University Health board
LNA – Learning Needs Analysis 
L&D – Learning and Development 
VUCA – Volatile, uncertain, complex, ambiguous
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HDUHB is a large public sector NHS healthcare provider. The organisation employs around 11,200 staff over 4 main acute sites, in three different counties in Wales. There are approximately 2,600 managers in the service. (Hywel Dda University Health Board, 2020) 
L&D has changed substantially over the last 40 years and the main reason can be attributed to advances in IT and the introduction of the Internet (Cureton & Stewart, 2014). There have also been changes such as the globalisation of the economy which has caused focus to shift towards how talent is developed at a larger scale. As innovation in the digital world progresses, it moves away from traditional classroom learning methods (Llandis Barratt-Pugh, 2020). 
According to Sambrook (2006), there are many different spaces for workplace learning to take place. The organisation already offers classroom-based and e-learning which provides an excellent grounding for training managers and leaders in the organisation and the proposal in this report seeks to enhance and diversify the current learning offering. 
The CIPD (2020d) defines leadership as the ability to influence others and achieve organisational goals. According to (Gooch, 2012) there are well-documented issues between poor nursing leadership and negative patient care and undesirable clinical outcomes and HR Review (2019), states that the OECD estimates ineffective management costs organisations in the region £84 million per annum.
One of the key risks to the future of leadership in the orgnisation is the loss of knowledge in terms of staff retiring from the service. Without implementing peer-to-peer learning and effective knowledge transfer there is a chance that the skills experienced staff have will be lost through retirement. For example, the Journal of Community Nursing (Ritchie, 2020) states that 25% of district nursing staff are planning early retirement in the next few years. One of the predominant reasons for this was the lack of learning opportunities. Of those surveyed, 76% stated that an absence of opportunities to further develop their expertise in their roles was the reason they wanted to leave. 
To bridge this learning gap, the below report proposes the introduction of peer-to-peer learning for organisational leaders,  through a dedicated learning platform to support knowledge transfer and social learning in the organisation.  The definition of peer learning is the transfer of learning through colleagues that have similar experiences or knowledge. The learning is usually self-directed and not taught through a lecturer or teacher (Toppin, 2005). 
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Over the last 12 months, external factors have had a considerable impact on the L&D function. Below in Figure 1, these key factors are evaluated against HDUHB. 
[bookmark: _Toc71839675]Figure 1. PESTLE Analysis HDUHB 
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References: (Gallup , 2016), (BBC, 2021), (Equality Act , 2010)
Certain factors such as Brexit have had an impact on potential organisational skills shortages due to less economic migration from the EU into the UK. The CIPD (2020a) found that 55% of organisations surveyed stated that they were not planning to change their investment in L&D after leaving the EU. If the findings are taken into account, this could be a potential future risk to employers in the future. In 2019, pre-Brexit, 43% of employers were reporting that it was difficult to fill vacant roles (CIPD, 2019). If this is set to increase post-Brexit, training skills within the organisation with a ‘grow your own’ approach would be a viable option to overcome this.   According to the (CIPD , 2020a) a reduction in skills due to Brexit and a narrowing talent pool, will impact how organisations plan for their future workforce and they must focus on what L&D is required to achieve future goals. According to 44% of HR and L&D professionals surveyed, having leadership skills to move business through change is going to be essential (Gaskell, 2016). 
Other substantial factors that have influenced L&D include the coronavirus pandemic (World Health Organisation, 2021), which has caused major disruption to the way organisations deliver L&D. For example, HDUHB has moved a large majority of face to face learning online where it can be delivered remotely.  Effective leadership is now more important than ever, due to the VUCA nature of the world we now live in (Benjamin E.Baran, Haley M.Woznyj, 2020).
In the Impact of COVID-19 on the L&D profession report conducted by the CIPD (2021c) states that  organisations need to maintain connections between employees. Due to the requirements around social distancing and remote working, employees need to feel connected as meeting physically is no longer the status quo. It is vital that leaders engage and collaborate to support staff. 
[bookmark: _Toc71839676]Internal factors 
The SWOT analysis below in Figure 2, shows some of the internal and external factors that can help illustrate how strengths and weaknesses can impact threats and progression in the organisation (Helms and Nixon, 2010) 
[bookmark: _Toc71839677]Figure 2: SWOT Analysis
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One of the internal factors that influence how learning is conducted in the organisation are mandatory training needs.  These learning needs are decided at an All-Wales level by Welsh Government and Healthboards and are assigned predominantly through e-learning modules via an online training platform. These modules are driven by formal learning, which is structured around organisational needs rather than informally structured and learner controlled (Marsick & Watkins,  2001). These types of learning interventions are vital and important in meeting the requirements of legislation and best practice.
The competency frameworks used by HDUHB are matched against job descriptions and used in performance appraisals. Whilst this is beneficial in terms of establishing competency and standardised expectations of the roles in question, however, they can sometimes oversimplify the combination of skills and knowledge that are required to fulfil a role (Stewart, Cureton, 2014)
In David Clutterbuck's (2012) review of organisational Talent Planning, he suggests that competencies are classroom learned but the capability to do the role is picked up from experience in the job. The right combination of learned skills will only work if they are used in the right way. In these circumstances, learned classroom skills and competency frameworks provide a positive base for knowledge but can be elevated with on-the-job learning or social learning for leaders. 
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In terms of establishing a learning need, Harrison (2009) recommends four methods to create a LNA. These are Comprehensive analysis, Key task analysis, Problem-centred analysis and Competency-based analysis. These methods are outlined below;
· The comprehensive analysis reviews the whole job role, for example, this is usually a job description or person specification. Job descriptions are highly regulated and fixed in HDUHB. 
· Key task analysis would review the core outputs of the job role.
· Problem-centred would look at performance issues, such as sickness or complaints about service or care. 
· Competency-based relies on competency frameworks, which relate to behaviours that are necessary to complete the role. These are favoured in HDUHB. 
In terms of a learning need for peer-to-peer learning, the method would be bridging the gap between problem-centred issues, for example, decreasing the time taken for new managers to reach their full competencies in their role and ensuring they meet some of the behavioural requirements of the role. There is also the need to allow for effective knowledge transfer from experienced staff, who are close to retirement and new managers that are entering the service. 
Part of the Healthier Wales (Welsh Government , 2021) initiative states that part of the healthcare workforce strategy is to deliver inclusivity and the ability to retain talent in our workforce. By establishing a robust social learning network that allows individuals to have autonomy over some of their learning and adapt quickly to changes and the reactive nature of learning in a pandemic.
From this perspective, the 70:30:10 (Samantha J. Johnson, 2018) approach would bolster the gap between formal learning and self-directed social learning. Although the formalised leadership training provides excellent foundational learning, there are limitations in the availability of some sessions, for example, class sizes need to remain small for the HDUHB Manager’s Passport training due to the nature of the course and staff usually only take on the learning once they have started in the post. With peer-to-peer learning, newly recruited or promoted managers can use the platform to approach managers within the network to support learning and find learning opportunities before starting in their roles. 
In terms of promoting best practices, the CIPD (2021b) advises that organisations should actively encourage a social learning culture, especially in online training. Ground rules need to be established for how groups will interact with each other but connectivity should be promoted. 
In HR Disrupted Lucy Adams’ (2017) mentions that although many organisations favour competency frameworks and have a complex indicator of behavioural needs for leaders they don't take him to perspective what it feels like to be managed as it only focuses on the leader themselves. By gaining the insights of peers and others would potentially support with leadership perspective.  
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Nick Shakelton-Jones (2019) mentions that it's important to review ‘push and pull’ factors that can influence learning. Pull learning being related to learner-directed interest, for example looking for ‘how to videos’ on YouTube and Push learning relating to adhering meaning to a subject that a learner may not have an initial interest in. 
If Adult Learning Theory, is considered, it focuses on the self-directed nature of learning. Knowles et al  (2005) suggest that learners need to be aware of why they are learning and that the learning is focused on real-life problem-solving. In this theory learners should be self-motivated to learn, this theory is also known as Andragogy.  From this perspective, utilising an online learning platform, which can be accessed by staff when needed would support the andragogy theory. This method of approach is self-directed by the learner, so it will be important to promote the benefits of this learning method to ensure that the users access the platform. 
The CIPD (2021a) has mentioned that this form of learning could be viewed as ‘Netflix’ style learning where resources are recommended to the learner based on interests and needs. From this perspective, learning platforms such as Cognify (Appendix 1) would be beneficial. It allows users to upload their details and be effectively ‘matched’ with peers who are specialised in certain fields or share the same levels of expertise. 
Social Learning Theory focuses on learning through communities and learning from others within the organisation (CIPD, 2020f). For example, Google uses a ‘G2G’ (Googler to Googler) model of learning for 80% of its learning interventions (Re:Work, 2021) . This method uses a peer-to-peer network that allows others to learn from their colleagues (Jabian , 2014). In terms of creating a network of learners, it is important to identify the right peers and ensuring that peers are adequately matched in the organisation. 
With regards to experimental learning, People Management Magazine (2021) suggests that learning from failure is an important way for employees to learn and fosters creativity, this has been dubbed as ‘Intelligent Failure’. In terms of applying this to HDUHB, this may have its hurdles, there is the element of justifying the cost of projects that may fail, as the money lost in doing this would be taken from the public purse. To mitigate the potential risks learners must have the opportunity for regular reflection, review, and discussion. In Samantha J. Johnson, Deborah A. Blackman and  Fiona Buick’s  (2018), appraisal of experimental learning, to work effectively it must have adequate support and regular reflection to work as a learning tool.
[bookmark: bau1][bookmark: bau2]In terms of how Peer-to-peer learning can work, learners can share experienced learning, practice, and ask questions around a topic that they need support from experienced peers (O’Kelly, Mary, et al, 2015). An example of this could be a new manager asking an experienced member, how they would approach a difficult conversation with staff.  According to Elisabeth Carlson and Marie Stenberg (2015), nursing students can increase learning by gaining a different perspective of their experience from their peers, this form of cognitive diversity is beneficial in broadening learned experience. The study also found that in peer learning environments learners felt more responsible in ensuring their knowledge was up to date.
If the AGES model below is taken into account, it is important to recognise the importance of social activities in the make-up of learning and that whilst formal structured learning is vital, social and varied formats for learning make up part of this offering. 
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(CIPD, 2020f)
One alternative approach that considers social learning is coaching and mentoring. Coaching is usually employee-directed and has a high emphasis on developing the individual. Goals can include those set by the employee but also those set via the organisation, however, coaches need to be trained to deliver this method of learning.  Mentoring can also take place but this is usually a longer ongoing method of delivery. (CIPD, 2020b). These methods are the commonly utilised ideas when social learning is addressed in organisations and although there is the availability of formalised coaching and mentoring learning within HDUHB, it can prove time-consuming in terms of training coaches. 
Some of the potential downfalls of social learning theory would include negative behaviours or leadership styles that potentially would not be wanted (Peter Cureton, 2014). This is also reiterated in The British Journal of Educational Technology (Saeed Latifi, 2021), which states that biases can occur when learners share similar knowledge and experiences with peers. This lack of diversity can inhibit the learning ability of the group. 
However, David Clutterbuck suggests that from his report, the greatest value leaders found form from learning and development opportunities, were the opportunities they had created themselves. Possible mitigation of this risk may be to ensure that the selection process for managers entering the peer learning programmes and that the process is reviewed regularly to ensure that any negative behaviours are acknowledged and addressed appropriately.  
[bookmark: _Toc71839681]Technology, AI and the Future of Learning 
The CIPD’s Learning and Skills at Work  (2020e) report showed the use of digital learning was increasing. It stated that 57% of companies were using some methods of digital education prior to Covid-19. The CIPD (2021a) also encourages organisations to observe potential advantages digital learning provides in bringing collaboration into the workplace, especially in a remote working environment.
In terms of peer learning platforms, Cognify uses the 70:20:10 learning approach (Cognify, 2021). The platform allows users to connect via a social network platform on an app. One of the benefits of the programme is that it is accessible from mobile technology at any time which allows for greater connectivity. The 70:20:10 theory derives from work done by McCall, Lombardo and & Morrison, A. M. (1998), where their findings showed that 70% of learning was on the job, 20% through relationships with others and 10% through formalised learning platforms such as classroom taught courses. 
Benefits of using new technologies and online learning include the ability to tailor learning to individual needs and having the flexibility to access learning anywhere.  Learning App platforms can be used to connect learners and offer global collaboration opportunities. The suggested platform Cognify, allows for staff to join and approach others for learning opportunities at a time that is convenient to them, to help them reach the needs of the competency frameworks of the organisation. The platform costs £12 per annum/ per user for level access. 
Technology infrastructure is likely to be the biggest barrier at HDUHB, despite the introduction of Microsoft Teams and the support for home working, many clinical departments do not have enough access to computers which can inhibit interactive learning (CIPD, 2021a). To counteract this training on using the platform and IT functions could become part of the learning implementation. Other forms of social learning apps could include Facebook, which is an already well-established free app that can be used to network. The main drawback of using this option would be the additional administration. Cognify uses an algorithm to match data users, whereas, on Facebook, users would have to seek out peers with matching skills or be manually matched with them via a coordinator in HDUHB.  

[bookmark: _Toc71839682]Evaluation and Ethics 
The CIPD (CIPD, 2020c) suggests that costing and benchmarking by reviewing the benefits to the business, return on investment, overall cost and how many employees engage in the learning. However, Nick Shackleton ( 2019), suggests that as the majority of employee learning doesn't take part in formal sessions and it can be difficult to evidence these activities.
Below is Kirkpatrick’s Model of Evaluation which can be used to evaluate learning interventions. 
[bookmark: _Toc71839683]Figure 4: Kirkpatrick’s Model of Evaluation 
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If the above model is taken into consideration, it will be important to ensure users of the Cognify platform are asked to provide evaluation feedback on the service. There will also need to be a review at annual appraisals with staff to ensure that firstly, they have obtained learning from the intervention and that there have been behaviour changes. For example, a new manager may use the peer-to-peer network to discuss support with managing performance in the team, with the improved performance management there may be better patient outcomes in the team and less staff sickness.  
However, Nick Shakleton-Jones (2019) provides a critique of the Kirpatrick model as the ‘learning’ section of the model, could be considered just commiting information to memory rather than changing actual behaviours. He suggests that providing learners with real project work and observing the results could be an effective method of evaluation. 
One of the many benefits of using Cognify to implement peer learning is that the app can track user usage and how many staff have accessed the platform, this would be beneficial to form part of the evaluation of the system. 
It is also important to consider ethics in learning delivery. The  Equality Act (2010) states there are nine protected characteristics. Employers must be mindful of these characteristics when approaching learning design. For example, the platform must be inclusive of those with disabilities such as sight impairments or neurodiverse conditions such as dyslexia.  
With regards to ethical considerations, it is important to acknowledge that bias may occur when selecting individuals for training programmes. David Clutterbuck (2012) suggests there is a disparity between women and men in top leadership roles in organisations. He mentions that women who take time out to start a family can potentially be side-lined in favour of their male counterparts when recommending employees for talent pools and development. From this perspective, it will be important to review the selection process used to select candidates initially for the learning platform and ensure that it is free from potential bias. 
Acknowledging diversity in learning is also important, according to Science for Work ( 2018) not all individuals will want to encompass informal learning and some leaders will prefer formalised learning in the workplace. In these cases, support from Senior Leadership will be an important factor in supporting social learning. 
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The information outlined in the document provides evidence for the importance of social learning in modern working environments. The analysis of theories relating to social, adult and experimental learning all indicate that there are substantial benefits of utilising peer-to-peer learning, especially in the field of healthcare. The inclusion of a learning platform such as Cognify (2021), will add to the already excellent offering of formalised learning in HDUHB, in terms of support for peer-to-peer knowledge transfer. 
By embracing new technologies and platforms to further the already competent formalised learning and development, savings in terms of time taken for managers to achieve full competencies in their role and the support for better leadership and positive health outcomes will undoubtedly improve HDUHB performance outcomes and help the service meet the needs of the Healthier Wales (2021) government targets. 
Although there are limitations in terms of IT access and skills for staff, this is something that can be addressed by support, training and the increased access to IT equipment and systems. 
As the CIPD (2021) mentions, the world of learning is moving towards a ‘Netflix’ style reality where employees are expecting to access learning tailored to their interests rather than learning dictated in a fixed way as it was previously, to ensure that HDUHB moves with this modernisation, the organisation should consider implementing some of the recommended changes. 
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1. Identify who the key users of the Peer-to-Peer Learning Network will be.
It is important to establish whom the key users of the peer-to-peer learning network will need. There needs to be an adequate mix of leaders with skills and disciplines utilising the network to make it effective. The Cognify (2021) platform uses an algorithm to match users, but users will need to be encouraged to use the platform and therefore see the benefits of doing so. The costs outlined below state the total cost for all managers in the service to use, however, not all managers will use the system initially. 
2. Encourage engagement in social learning activities.
As previously mentioned in the report, the main factors of andragogy are self-directed learning that needs to be relevant to the learner. For this form of learning to be effective users will have to trust its benefits. There may be resistance in terms of user time restraints and therefore adequate promotion in terms of workshops and senior leadership buy-in will be vital. 
3. Implement a Peer-to-Peer Learning Platform 
The recommended peer-to-peer learning platform is Cognify (2021). In terms of cost, the basic platform cost of the programme would be £12 per user/ per annum. As referenced earlier in the assignment there are approximately 2,600 managers in the service. This would give a total cost of £31,200. It is advised to pilot the programme initially will 100 managers, which would cost £1,200 per annum. This will allow for promotion and feedback of the platform before full rollout. In terms of return on investment, the time taken to reach management competencies should decrease, it should lead to better leadership practice and improved patient care, better management networks and improved succession planning.  
4. Provide training for staff in terms of the benefits of peer-to-peer learning (promote the opportunities) 
It would be recommended to achieve employee buy-in, an employee’s knowledge might be lost when leave. And how important peer-to-peer learning is and that it can create benefits for experienced staff as well as employees in their early career. 
5. Allow learners the opportunity for reflection on learning. 
As discussed in the report, peer-to-peer learning networks are only effective when learners can reflect on their practice and what has been learned. From this perspective, it is advisable to schedule reflection sessions to allow users to evaluate the success of their learning. 
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