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Overview of organisation 

Bridgend College is an educational institution in the Further Education (FE) sector in Bridgend, South Wales. With around 600 employees, Bridgend College supports more than 7,500 students across two campuses. Its aim is to create an environment to enable all staff and students to be all that they can be (Bridgend College, 2025c).

There are six core values at the heart of Bridgend College shaping the culture which include to be, people centred, passionate, inclusive, team player, inspirational and innovative (Bridgend College, 2025d). These principles are the foundations of the recently launched strategic plan for 2025-2030 which has four strategic pillars; people, place, planet and purpose (Bridgend College, 2025d). 

As an organisation that is passionate about learning, Bridgend College has a strong focus on developing people. Learning and development (L&D) at Bridgend College is led by the Interim Assistant Principal - People. The L&D team includes a L&D Advisor and a L&D Project Lead which is a newly appointed role from academic year 2025/26 to lead on projects to align with the organisation’s strategic objectives and people strategy (Bridgend College, 2025b). 

A L&D strategy outlines the workforce capabilities and skills necessary to meet an organisation’s needs and defines the methods of developing them (CIPD, 2025b). Bridgend College’s current L&D strategy was due for renewal in September 2025 however has not been updated yet as the new strategic plan was only launched in November 2025. Cassidy (2025) suggests that it is important to align the organisation’s L&D strategy with organisational objectives to achieve organisational goals.  

The current L&D strategy has eight strategic objectives and three key strands: personal capability, professional capability and organisational capability (Luff, 2023). This report will critically analyse Bridgend College’s current L&D strategy and the impact of the approach. The current L&D strategy is in line with the organisation’s culture and states that the annual L&D cycle will consider external strategy areas including compliance and Welsh Government priorities, however the strategy needs to be re-aligned.

Recommendations are discussed on how the organisation can improve alignment to create a thriving learning culture to ensure everyone can be all that they can be (Bridgend College, 2025c). 
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Introduction 

Organisations need to consider internal and external factors that impact L&D strategy (Stewart and Cureton, 2014) which can be done by using the PESTLE and SWOT tools (Taylor and Perkins, 2021).
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Please see appendix A and B for a full PESTLE and SWOT analysis. 

To achieve strategic objectives (Luff, 2023), L&D must be tailored to the unique needs of management, teaching, and business support roles. Although the strategy prioritises student experience linking to the core purpose of the organisation, it must remain inclusive since teaching staff represent only 48% of the workforce. A balanced approach is required to support all employees.

Bridgend College’s (2025a) annual equality report highlights an ageing workforce with 48.96% of the workforce being aged 46 and over. The average age of employees in many curriculum areas including Brickwork and Childcare are over 50, causing a potential loss of key skills. The CIPD (2022) states that employers should avoid assumptions that older workers are less likely to be interested in training. However, a tailored approach is needed while upskilling employees on technology advancements (Crowley and Zemanik, 2025) and consideration of learning preferences of a multi-generational workforce as Marcelo et al (2025) suggests that younger teachers prefer social learning opportunities including workshops.
As a vocational FE college, Bridgend College’s L&D strategy should be aligned with industry and labour market trends including the drive to net zero and green skills (Welsh Government, 2022; National Training Federation for Wales, 2026). To address inconsistencies with the labour market in the FE sector (Welsh Government, 2026), teaching staff must continually refresh industry level knowledge. This external pressure can be mitigated by Medr (2026) funding, allowing the college to align staff upskilling with these evolving priorities and the planet pillar of the strategic plan (Bridgend College, 2025d). 

Bridgend College needs to align its L&D strategy with the strategic plan of Medr, Wales’s Commission for Tertiary Education and Research (Medr, 2025). This includes the strategic duty of promoting Welsh medium study, which coincides with Welsh Government’s Cymraeg 2050 strategy (Welsh Government, 2021). During the academic year 2023/24, only 10.6% of the workforce were able to verbally communicate in Welsh (Bridgend College, 2025a), identifying a need for the L&D strategy to focus on upskilling staff to increase their Welsh language proficiency to fulfil the delivery of bilingual services and education. This would reduce the risk of reputational damage and associated costs of a civil penalty up to £5,000 (Welsh Language Commissioner, 2026a).

To evolve beyond the strategy’s current focus on Google skills, Bridgend College must expand its L&D strategy to include artificial intelligence (AI), reflecting the post-pandemic acceleration of digital technologies for teaching and learning (Timotheou et al, 2023). To address sector wide workload concerns (EWC, 2023), the L&D strategy prioritising AI integration could support tasks such as creating schemes of work (Felix and Webb, 2024; Albadarin et al, 2024). However, as accuracy and testing learner knowledge and understanding is essential (National Educational Union, 2024; Loos, Gröpler and Goudeau, 2023), the strategy should focus on a human and AI combination approach (Biswas, Dobaria and Cohen, 2023). Upskilling staff in both the capabilities and ethical challenges of AI is essential to fostering an innovative learning environment for students.

This report will provide a critical overview of the importance for Bridgend College to embed learning culture to achieve organisational strategy.  

Main findings 

It is important to align an organisation’s L&D strategy with organisational objectives to achieve organisational goals (Cassidy, 2025). A L&D strategy can support a values-based culture (Brassey, Christensen and van Dam, 2018), which is at the heart of Bridgend College. The recently launched strategic plan for 2025-2030 in November 2025 focuses on four strategic pillars; people, place, planet and purpose (Bridgend College, 2025d). Bridgend College’s current L&D strategy focuses on enhancing personal capability, professional capability and organisational capability (Luff, 2023). While culturally consistent, the L&D strategy requires alignment with the updated strategic plan and needs to adapt to the internal and external factors as discussed above.

Boydell’s (1983) three tiered system of conducting a learning needs analysis consist of an organisational, job and individual level to capture a holistic view of the organisation (Stewart and Cureton, 2014) which is mirrored in the three strands of Bridgend College’s current L&D strategy (Luff, 2023). 

To undertake an individual learning needs analysis, all staff were invited to complete a behaviour self-assessment through a quantitative survey built by the UX/UI Developer during a Professional Learning Day (PLD) in academic year 2024/2025. The survey self-assessed staff against organisational value based behaviors defined by the management team. This suggests that the L&D approach at Bridgend College understands the need to change behaviours as much as skills (Cassidy, 2025). Following further circulation of the survey, it has reached a 70% response rate. This identified areas of strength and development across the organisation, however the lack of depth of information doesn’t allow a full analysis of the reasons behind the data (Stewart and Cureton, 2014). Some development areas included seeking feedback and acting on it which will support shaping the focus of the new L&D strategy. 

Linking to the strategic objective of knowing the workforce and the developmental needs, the L&D Project Lead conducted meetings with managers to identify training needs and support requirements for the year ahead. Some priority development areas for curriculum teams included trauma-informed approach training and how to support learners with an additional learning need. Bespoke training plans and resources have been collated for each department providing a blended learning approach (Hayden, 2025c), which is key for a multi-generational workforce (Cassidy, 2024). Access to resources allows for self-directed learning contributing to employee up-skilling (Rees and French, 2023). Cassidy (2025) suggests that collaboration is needed between departments which suggests that a more holistic view for L&D might be needed across the organisation rather than focusing on individual departments.

Analysing this information along with staff self-assessment data allows the L&D team to begin the learning needs analysis process, which is essential for a continuous cycle and linking to organisational strategy (Hayden, 2025b). The HR team has pulled together key workforce data over the summer period to include age, diversity makeup and skills to identify L&D needs. However this needs to be done on a regular basis, and with the support of an AI tool, could provide an accurate picture for the L&D team (James, 2024). The L&D Project Lead is open to experimenting with AI. The expansion of Google Gemini’s features in the organisation could be effective in supporting this, however consideration must be given to the ethical use of AI and compliance with GDPR (CIPD, 2025a). Although utilising Google Gemini within a workspace does not contribute to training Google’s AI models, suggesting a safe approach (Google, 2026). Creating competency frameworks could support the L&D team to analyse job requirements (Arribas-Aguila, Castaño and Martínez-Arias, 2024) and further assess the workforce’s capabilities, as evidenced when Network Rail introduced a system alongside allowing staff to assess their own development needs (Mayne, 2024). This supports individual self-reflection under the personal capability strand of the L&D strategy. However, as a small L&D team they must prioritise their activities and acknowledge that it is a time intensive process (Stewart and Cureton, 2014) therefore they are making progress by analysing skills gaps (Hayden, 2025b). 

Leadership  

Organisational values and leaders can be an important source of a learning culture (Kortsch, Bashenkhaeva and Kauffeld, 2023), however they need to be truly embedded (Shackleton-Jones, 2019). L&D activities can have a positive impact on employee motivation (Amidkhonova and Gander, 2025). Bridgend College calls itself a learning organisation and aims to foster a workforce that is innovative, with it being one of the core values, and seeks to develop managers to empower staff to pursue new ideas and share knowledge (Bridgend College, 2025d). Rees and French (2023) suggests that supporting development is a key part of a line manager’s role and they can identify learning needs and embed learning (CIPD, 2025c). Performance reviews are a way for managers to gain insight to their staff’s learning needs which suggests a collaborative approach is needed with managers and the L&D team (CIPD, 2025e). While qualitative depth defines successful developmental conversations (Howe, 2023), current engagement levels are low. Only 27% of performance reviews were completed by the January deadline, suggesting a requirement for enhanced L&D intervention to reinforce line manager accountability and support (Overton, 2023).

Shackleton-Jones (2019) suggests that it is important for managers to visibly engage in their own development by asking for feedback to support a learning culture. Managers at Bridgend College have recently undertaken 360 feedback where key development areas were identified including openness about mistakes and providing constructive feedback, which are key to encouraging learning and fostering growth (Cioca and Gifford, 2022). Feedback should be provided in a timely manner and not kept until an annual review (Stewart and Cureton, 2014). However, Cioca and Gifford (2022) found that in some instances delayed feedback is better when developing capability allowing time for self-reflection, suggesting that the quality of feedback is more important. Bridgend College should utilise the 360 feedback to enhance the leadership capabilities of the organisation. 

Bridgend College offers managers’ skills passport including Mental Health First Aid training and a variety of toolbox talks on people management delivered online by the HR team. Unfortunately, toolbox talks are not well attended, which might be due to managers in the education sector being less likely to think that they have enough time to people manage (CIPD, 2023). The knowledge transfer of these sessions are also not monitored which suggests that a different approach to learning might be needed to increase engagement and to evaluate effectiveness. An effective way to develop manager skills is through peer learning (Quilliam, 2025), which could be through ‘leadership lounges’ to discuss people management scenarios allowing managers to reflect (Stewart and Cureton, 2014). Scheduling these at different times would capture as many managers as possible. Kim, Choi and Son (2024) used social learning theory and found that peer role modeling could foster ethical leadership. 

Leadership capability is one strand of the organisation’s L&D strategy (Luff, 2023) and is key in achieving the people pillar of the strategic plan (Bridgend College, 2025d). As seen in over half of large organisations (Overton, 2023), Bridgend College delivers in-house development programmes including the ‘Aspiring Leaders’ programme, which supports the next generation of leaders (Luff, 2023). The programme has received positive verbal feedback and is key in succession planning for leadership roles (Hamilton, 2025). However, a comprehensive evaluation should be undertaken such as feedback forms and tracking progression data to achieve richer insights into the transfer of knowledge. The Kirkpatrick model could be utilised to evaluate the internal development programme as evidenced by Hauser, Weisweiler and Frey (2020). Other management development techniques include job shadowing or secondments (Quilliam, 2025), however these are not utilised at Bridgend College which might be due to the lack of resources in the L&D department to facilitate these activities. 

Continuous Professional Development (CPD) 

Holding staff training events can establish a continuous learning culture (Meher et al, 2023). Bridgend College holds three cross-college PLD days and four Quality days per academic year to enhance individual capability. Despite the fact that the current L&D strategy has not yet been updated, the most recent PLD held online in December 2025 was designed to support the launch of the new strategic plan and was titled ‘The 4Ps: People, Planet, Place and Purpose’ (Luff, 2025). This allowed delivery from keynote speakers including Dr. Nici Sweaney from Australia who delivered ‘AI and Inclusion’. This shows that the L&D team are currently aligning L&D strategy with organisational goals, which can be a challenge for learning practitioners (Overton, 2023). Staff participated in a blended learning session via a digital platform which provided resources specifically mapped to the College’s strategic themes as a flexible approach to learning (Overton, 2023, CIPD, 2025d). The event concluded with facilitated team sessions which evaluated the content of the PLD and defined actionable takeaways to manage knowledge (CIPD, 2025d). A feedback form received a 48.5% response rate, with 63.3% of participants noting that they felt the content was highly relevant to their role (Doster, 2025). 84.2% of respondents felt that the content linked strongly to Bridgend College’s strategic plan which shows strategic alignment. The majority of respondents felt that the timing of the day was just right, however 15.2% felt it was a bit fast suggesting the need to consider different learning styles while designing training. The AGES model; attention, generation, emotion and spacing suggests incorporating reflection time to enhance learning retention (Parry-Slater, 2025). 

Technology 

Bridgend College became a Google Reference College in 2020 (Luff, 2023) and prioritises digital upskilling. The evolution of AI requires the L&D strategy to focus on digital capability including the use of AI platforms such as Google Gemini to align with the purpose strand of Bridgend College’s strategic plan (Bridgend College, 2025d). Experimenting with AI was one of the top three actionable changes that staff noted they will make to their professional practice based following the PLD (Doster, 2025), identifying a training need. The organisation could conduct AI workshops with staff, however AI is ever evolving which identifies an issue for L&D professionals to keep up (Overton, 2023). There is a risk that the content on AI on the learning management system (LMS) could be out of date, therefore the L&D team could signpost staff on the intranet to the latest webinars and resources on the topic to educate staff with the latest information. AI can also be utilised by L&D professionals to personalise learning (Bersin, 2025, CIPD, 2025a, FE News, 2025). 

By collaborating with the UX/UI Developer, the L&D team launched an internal LMS, ‘Dysgu’ in 2024 which houses six mandatory training courses including the topics of safeguarding, equality, diversity and inclusion and Welsh Language Standards (Welsh Language Commissioner, 2026b). This has allowed the completion of the e-learning modules to be monitored and reported monthly in ‘people insights’ reports for the Senior Leadership Team. During December 2025, all mandatory e-learning modules had a completion rate of over 94%. Despite the high completion rate, time is a limitation for staff as it might not be seen as a priority among other work tasks (Stewart and Cureton, 2014). Some staff such as the cleaning and catering teams do not have easy access to digital devices. Managers allocate time for staff to complete these modules showing line manager support, however there is still room for improvement in relation to this (Overton, 2023).

The content of the mandatory courses has been tailored to Bridgend College policies and procedures to equip staff with the necessary information (Costa et al, 2022) and ensure consistency (Stewart and Cureton, 2014). However, it is difficult to test the knowledge transfer with e-learning modules (Dixit and Sinha, 2022). Nagy and Duma (2023) suggests a method of evaluating knowledge transfer for e-learning including undertaking an initial assessment of knowledge, practice tests throughout the course to then compare with the final assessment. This was proposed for an e-learning course spread across numerous weeks which might not be relevant to the 15-20 minute short courses on the organisation’s LMS. However this method of assessing initial knowledge and comparing it with the final test is something that could be implemented. 

Mandatory training and evaluation 

The L&D team also facilitates role specific mandatory training where necessary. This can include first aid training, minibus driving licence training and administering medication training. Each has their own renewal period. Prior to the new role of L&D Project Lead being introduced, Bridgend College fostered a learning environment with its various initiatives including funding for Higher Education courses which allows staff to earn an income while studying (Crowley and Zemanik, 2025). However, there was a focus on compliance training, which may have made L&D to be perceived as a tick-box exercise for some. 

One of the strategic objectives of the current L&D strategy is to measure the effectiveness and impact of learning (Luff, 2023). An evaluation form is sent to mandatory training participants following the session, which could be described as a ‘happy sheet’ (Hayden, 2025a). However, the form does ask participants to explain how they intend to apply their learning which assesses level 1 and 2 of the Kirkpatrick evaluation model. Kirwan (2025) suggests that level 3 and 4 of the model are less likely to be used which impact the quality of the evaluation. The L&D team needs to consider evaluating at the behaviour and results levels to fully measure the effectiveness of the training, including asking for feedback from the ALN management team regarding how competent the staff feel in administering the medication.

Staff are able to submit L&D requests for funding for CPD activities, with 39 staff receiving funding between September to December 2025. There is an expectation for participants to disseminate the learning after the learning activity and for line managers to measure the success of the learning activity, however this is not actively monitored. An evaluation method needs to be considered by the L&D team to fully consider the return on investment which could be a mixture of qualitative and quantitative methods to undertake a summative and formative assessment as suggested by Kirwan (2025). 

Conclusion 

It is evident in this report that there are numerous internal and external factors that impact Bridgend College’s L&D strategy. Bridgend College’s ageing workforce will affect the organisation’s approach to learning, requiring a more strategic approach to skills analysis. The introduction of the L&D Project Lead role provides the strategic capacity required to navigate the external drivers despite existing resource limitations. 

As seen in this report, Bridgend College’s approach could be more effective. It is clear that the organisation fosters a learning environment with a variety of L&D activities on offer to staff, however there is room for improvement in evaluating the effectiveness of these strategies (Hayden, 2025a). Development areas have been identified in various staff assessments including managers providing feedback and staff seeking feedback and acting on it, which can contribute to a learning culture (CIPD, 2020). The L&D team need to address these learning needs and look to undertake a wider skills gap analysis (Hayden, 2025b), while acknowledging that this may take time (Stewart and Cureton, 2014). By considering the external factor of technology and AI, Bridgend College needs to keep up to date with developments and provide upskilling training for staff (Overton, 2023), linking to the purpose pillar of the strategic plan (Bridgend College, 2025d). 

As an organisation that is passionate about learning, Bridgend College has a strong focus on developing people, however, there is room for improvement in aligning the L&D strategy with the organisation's strategic objectives. 

Recommendations 

The following recommendations are for consideration to improve alignment to create a thriving learning culture. 

1. Create a learning resource for line managers on the topic of providing effective feedback

Staff assessments indicate a need for improved feedback mechanisms, which can contribute to a learning culture (CIPD, 2020). As feedback is a two-way process (Stewart and Cureton, 2014), a ‘Leadership Lounge’ series could be implemented to develop people management skills, including seeking feedback. This supports peer learning which can be an effective way to develop manager skills (Quilliam, 2025) as it will allow managers to share experiences and engage in collaborative reflection (Stewart and Cureton, 2014).

Cost -  the sessions could use a free on-site room. Costs are limited to L&D Project Lead’s and manager time. Approximate cost for 1 hour sessions delivered by the L&D Project Lead would be £27.34 per hour with on-costs, along with £410 with on-costs for the time to create the learning material. AI could be utilised to support the creation of the resources, however review of content would still be required (CIPD, 2025a). 

Evaluation - the Kirkpatrick evaluation model (Hayden, 2025a) would be used. Level 1 (reaction) and level 4 (behaviour) data would be captured via Google evaluation form and monthly touch points with managers to assess the knowledge being embedded. Another 360 feedback exercise would be conducted in 12 months to analyse if the development areas have increased prior to implementation of the learning series. 

Potential risks - to alleviate potential engagement issues, Kotter’s change model could be followed by trialling the learning resource with selected managers (Cameron and Green, 2020). The model has been successfully used in Higher Education (Kuffuor et al, 2024), although it lacks detailed guidance associated with each step (Roberts and Tracey, 2024). 

2. Align the L&D strategy with Bridgend College’s 2025-2030 strategic plan  

As seen in the above analysis, the current L&D strategy is not too misaligned with the strategic plan, however updates are needed to keep abreast of key organisational objectives (Bridgend College, 2025d; Cassidy, 2025; CIPD, 2025b), the wider skills gap context (CIPD, 2025f) and government and policy objectives (Medr, 2025). For example, to focus on priority areas including net zero practices, linking to the planet pillar (Bridgend College, 2025d).

Cost - Approximate cost for 3 weeks work of the L&D Project Lead to research, analyse and update the L&D strategy would be £2,329. AI could be utilised to support the collating and analysis of information, however review of the data would still be required (CIPD, 2025a). 

Potential risks - Managers may perceive net zero objectives as an add-on creating strategic misalignment. Clear mapping is needed to gain engagement as some staff might prioritise operational KPIs over long term sustainability goals. 

3.  Introduce an action research project on AI

Encourage teams to trial AI tools to streamline their tasks and foster cross-team collaboration, which can support a learning culture (CIPD, no date). The L&D Project Lead would take a lead on this and encourage volunteers to come forward from different teams. The effective and ethical guide to AI created internally would need to be considered and distributed to staff (Bridgend College, 2024). 

Cost - the facilitation cost of the L&D Project Lead would be £27.34 per hour with on-costs. 

Potential risks - the impact of AI on Bridgend College staff and their roles will need to be analysed to keep in line with legal and contractual obligations if roles may substantially change (Mohdzaini et al, 2024). 
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Appendices

Appendix A - PESTLE analysis 

	Political 
	· Public sector funding.
· Welsh Government initiatives and priorities including Medr, Cymraeg 2050, Net Zero and Green Skills. 
· Welsh Government’s anti-racism agenda and associated education. 
· The Labour Government’s Employment Rights Bill and the associated changes. 

	Economic
	· The green economy requires staff in engineering and construction to be upskilled in decarbonisation technologies. 

	Social 
	· Change in student demographic. An increase in student behaviour problems and wellbeing issues can be seen since the Covid pandemic which requires training on taking trauma-informed approaches. 
· The ageing workforce requires a strategy to retain skills and consider reverse mentoring to facilitate knowledge transfer. 

	Technologocial 
	· The use of digital technologies for teaching and learning has evolved rapidly, increasing the need for staff development in this area.
· Upskilling and equipping staff with confidence to use AI tools.
· The development of technology in administration and the need to train and adapt business support staff for efficiency.

	Legal
	· Compliance with UK employment law including the Equality Act 2010.
· The Education Workforce Council’s professional learning requirements associated with FE Lecturers needing to achieve a PGCE within a specific timeframe. 
· GDPR and ethical use of AI. 
· Safeguarding young people is a key part of the College’s duty and must be considered in learning and development. For example, providing safer recruitment training for all recruiting managers.

	Environmental 
	· The drive of the sustainability agenda and focus on green skills creates a skills gap for this curriculum area.



Appendix B - SWOT analysis 
	Strengths 
	· As an educational institution Bridgend College offers a variety of continuous professional development opportunities for its staff. 

	Weaknesses
	· Inconsistent AI fluency across departments.  
· Workload is seen to be an issue across the Further Education sector in Wales, therefore learning and development is at risk of not being seen as a priority. 
· Bridgend College has an ageing workforce which causes succession planning risks in departments where skilled workers are required.
· Funding restrictions 

	Opportunities
	· Curriculum growth. 
· AI integration utilising the features available via Google Gemini. 
· To build on the existing Learning Management System and provide further short courses to staff. 

	Threats
	· Government policy changes. 
· Funding.
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