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[bookmark: _Toc71122209]Executive Summary

The following report evaluates the external environment and the significant factors which have impacted the organisation.
Consideration was given to the impact the COVID-19 pandemic has had on the organisations' workforce and the learning need which was identified.
A review of the literature revealed that learning design, design thinking, and evaluation of the learning experience are key to removing the learning need.

The COVID-19 pandemic has brought technological advancements to learning and development. Over recent years traditional methods of learning have made way to online learning, AI, and gamification.

Recommendations for Managers to attend a managing remote teams’ course has been made to reduce the learning need gap. 
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[bookmark: _Toc71122211]1.0 Introduction
The Magstim Company (referred to as Magstim) has been operating for over 30 years within the Medical Device industry. Magstim is a leading supplier of Transcranial Magnetic Stimulation (TMS) stimulators used for TMS therapy and neuromodulation research (The Magstim Company, 2021). 
Magstim is a US Venture Capitalist-backed company with an innovative team of over 80 engineers, manufacturing operatives, and supporting functions at its headquarters based in Whitland, West Wales, and US office in Minnesota, USA. The vision of Magstim is to become the market leader within the medical device industry while driving innovation and creating a community of employees who are engaged, motivated, and eager to make an impact (The Magstim Company, 2020). 
The COVID-19 pandemic created a VUCA (Volatile, uncertain, complex, ambiguous) environment for all organisations which resulted in industries becoming harder to predict (Kraaijenbrink, 2018). For Magstim the COVID-19 pandemic resulted in a dramatic reduction in sales. This decrease resulted in Magstim reducing its employee headcount. 
A learning needs analysis that was conducted for Magstim focused on the skills, talent, and capabilities of the workforce. The analysis needs to be in line with the business strategy and focuses on ensuring there is sufficient capacity to sustain current and future business performance (CIPD, 2020e). 
Historically, L&D within Magstim has primarily focussed on on-the-job training or statutory training requirements for employees within the UK and US. The move to remote working due to the COVID-19 pandemic had a significant impact on the successful implementation of a new performance management system. This impact included the inability for Managers to identify specific learning needs for their employees as performance development reviews were not completed for those who were working remotely.  The ultimate aim of a performance management system is to focus heavily on how employees need to develop (CIPD, 2020f). 
Following completion of the learning needs analysis, it is evident that the Management within Magstim is inexperienced in terms of managing teams remotely and ensuring their employees' continuous professional development. 
Following the easing of lockdown restrictions, Magstim has seen an increase of 11% in staff turnover since January 2021. Results of exit interviews have suggested that career progression and lack of support from Managers have played an instrumental part in their decision to leave Magstim.
[bookmark: _Toc71122212]1.1 Aim
This report aims to evaluate the external environment and to identify the significant factors that may have disrupted the organisation.
[bookmark: _Toc71122213]1.2 Objectives
1. Evaluate contemporary learning and development methods
2. Identify methods that can support the learning need of the organisation
3. Make suitable recommendations that will meet the identified learning need. 
[bookmark: _Toc71122214]1.3 Organisational Strategic direction
The organisational strategy focuses on the long-term direction of the organisation (De Wit & Meyer, 2004) defined strategy as a course of action for achieving the organisations’ overall purpose. 
Literature is suggesting that as the world becomes a volatile business environment with focus being drawn on adaptability, flexibility and agility an organisational strategic approach is becoming obsolete. Organisations can analyse their environment or industry as they understand the customer base, suppliers, and threat of entry from competitors. However, analysing the external environment can be complex. Disruption to the external environment is not a new phenomenon. Leading international organisations have demonstrated their ability to understand their key advantage. Amazon focussed on delivering goods to its customers whereas Ikea turned its focus to providing affordable furniture (Trapp, 2019); (Kew & Stredwick, 2016). 

[bookmark: _Toc71122215]1.4 Impact of External Factors on Organisations
The survival and continuous growth of organisations depend on their ability to respond promptly to social, technological, economic, and political changes and their ability to cope with the internal requirements these changes will demand (Stewart & Cureton, 2016). 
To understand the key factors which, influence an organisation, organisations must conduct a PESTLE analysis. The PESTLE analysis framework, as shown in Figure 1, identifies the Political, Economic, Social, Technological, Legal, and Environmental factors which impact the external environment (CIPD, 2020b). Organisations that face turbulent environments must be aggressively prepared to change. The extent to which an environment is turbulent can depend on several factors: changeability within the market environment, the intensity of competition, and pressure from governments or pressure groups (Ansoff, 1987); (Kew & Stredwick, 2016). 
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Figure 1: PESTLE Analysis
Whilst several external conditions impact and influence the development and design of learning, it is important to consider the external environment and the influences this may have upon learning and development within organisations (Lee, et al., 2014). The Coronavirus pandemic has had the greatest impact on the external environment since the Second World War with ongoing ramifications for organisations, individuals, and all aspects of society (CIPD, 2021b). The impact of the Coronavirus pandemic had a significant impact on the way L&D is delivered within Magstim during 2020. 


[bookmark: _Toc71122216]1.4.1 Social implication due to the COVID-19 Pandemic
As well as having serious implications for people’s health, COVID-19 (coronavirus) significantly impacted businesses and the economy. The Coronavirus outbreak and the containment measures that followed both Nationally and Internationally will have a lasting impact on the economy, organisations and employees' working lives. Organisations became resilient overnight and made rapid changes to the way they operate including the modification of the way jobs were conducted. Employees in response had to navigate new ways of working, as well as to adapt to changing circumstances in their personal lives (PWC, 2021); (CIPD, 2020a). 
In terms of learning and development organisations were forced to discard their long-term capability plans and adapted to the array of threats they faced, which included, restructuring and business transformation. These events left little inclination for learning and development (Pugh, et al., 2021). 
Due to the increase in remote working within organisations, the shift from traditional approaches to learning and development has seen a significant change. The traditional learning theories of behaviourism, cognitivism, and constructivism made way for online learning.  Research conducted by the CIPD estimated that 54% of employers had utilised online learning during lockdown with a further 80% of organisations planning to implement it over the next 12 months (CIPD, 2021c); (Ertmer & Newby, 2013); (Torre, et al., 2006). 
In recent years, before the COVID-19 pandemic, literature has shown that the interest has moved away from formal training activities such as the transfer of knowledge and skills to learners. (Beard & Wilson, 2006) proposed a model called the learning combination lock. This model highlights the complexity of learning and identifies the drivers which can affect the success of the learning activity (Rees & French, 2016). 
The training methods for production operatives within Magstim changed to a digital remote solution which included online learning modules and virtual classrooms through the company’s learning management system (CIPD, 2021a). This was a significant change as the training of Magstim production operatives was delivered on a one-to-one basis, which would allow trainees to practice what they have learned immediately to enhance recall and positive feedback is given to encourage the trainee. The online element allowed production operatives to continue their training schedule while removing the risk of transmitting COVID-19 (CIPD, 2020c). 
[bookmark: _Toc71122217]1.4.2 Impact of remote working
A McKinsey & Company survey found that the Covid-19 pandemic forced companies to react to technological change up to 20 -25 times faster than expected. In the case of remote working, companies moved 40 times more quickly than they thought possible before the pandemic. Before then it would have taken more than a year to implement the level of remote working that took place during the crisis (McKinsey & Company, 2020a). With the COVID-19 pandemic worsening in early March 2020 Magstim decided the national lockdown to enforce a working from home policy for employees who could do so to protect the manufacturing personnel. Before the COVID-19 pandemic, remote working was not a new phenomenon, with approximately 5.3% of jobs are carried out from home (CIPD, 2020d). 
Following a large-scale exodus from offices employees have become nostalgic of their previous office lives and what makes working life more meaningful for many is that it helps sustain the organisations' culture. With the abundance of online collaboration tools available to organisations, there is no clear substitute for problem-solving, clear communication, and creativity (Howard-Grenville, 2020). While remote working changed from a luxury to a necessity for many employees and organisations, one of the main drivers to its success is the technological infrastructure of organisations and the Managements ability to manage their teams remotely (People Management, 2020).
Overseeing productivity requires Managers to engage, enable and empower their employees. Managers who preferred to work within the same office space have had to change their leadership style. Leading teams remotely requires Managers to have a specific skill set that includes a clear and direct communication style and must have clear expectations from their teams (Perkins, 2020); (Eyre, 2020). 
[bookmark: _Toc71122218]2.0 Literature Review 
[bookmark: _Toc71122219]2.1 Learning and Development 
Learning can be defined as a permanent change in behaviour, attitude, knowledge, or skill that occurs as a result of practice or experience (Bass & Vaughan, , 1971); (Stewart & Cureton, 2016, p. 10). Methods of workplace learning must be instrumental in supporting the individual and the organisation to achieve its strategic objectives. In a rapidly changing environment employees must become agile to support the organisations changing needs (CIPD, 2020c). Employees will learn more effectively if they are motivated to learn and is one of the most critical factors in ensuring training effectiveness (Reynolds, et al., 2002); (Armstrong, 2012). 
There are two motivational theories linked to learning: expectancy and goal theory. Expectancy theory focuses on individuals being driven by expectation. If an individual believes that the learning will benefit them the learning experience will be beneficial to both the individual and the organisation. In contrast, goal theory focuses on individuals having specific goals and receiving feedback (Armstrong, 2012).  Although the motivational theory is imperative in understanding the individual's learning style to ensure a successful learning experience. The Kolb learning cycle, as shown in figure 2,  explained that for individuals to learn effectively they must transfer from observers to participants and from having direct involvement to a more analytical approach. 
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Figure 2 The Kolb Learning Cycle
The most important aspect of design learning is to adjust the approach to the learning styles of the trainee (Kolb, et al., 1974); (Armstrong, 2012). 
[bookmark: _Toc71122220]2.1.1 Learning Design 
There are several design models which can be used within learning and development; however, all models include these essential phases of instruction; analysis, design, development, implementation, and an evaluation process (Khalil & Elkhider, 2016). An important aspect to note for learning design is that people are not “blank slates: what they react to is partly nature and partly nurture”, learning design can therefore have many concepts and successful foundations (Shackleton-Jones, 2019).  It is discussed, however, that context drives learning design and that learning is closely linked to the context within often complex environments (Griffiths & Inman, 2017). 
The ADDIE (analysis, design, development, implementation, evaluation) design model, as shown in figure 3, uses a systematic behavioural approach in designing and delivering a learning instruction: 
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Figure 3 The Five Phase of ADDIE Model
The outcome of each specific phase informs the subsequent learning phase (Khalil & Elkhider, 2016). 
Building diversity and inclusion concepts into the design, planning, and delivery of learning is key to organisations. Inclusive learning means enabling all learners regardless of their gender, gender identity, culture, race, religion or belief, sexual orientation, or disability, to access the learning resources and to fully participate in learning activities that have been designed with them in mind. Consideration of these learners will enhance their learning experience (Equality and Diversity UK, 2020).  
Advancements in technology, changes to workforce demographics and remote working have seen a desire amongst L&D professionals to move away from the traditional learning approach such as in-person learning to more digital and technological approaches have seen an increase in recent times and more so during the recent COVID-19 pandemic. Digital learning, which includes webinars, podcasts, and online lectures, has become a viable resource within organisations to provide learning and development opportunities. Recent trends in digital learning have included the development of gaming technology such as gamification, artificial intelligence, and virtual reality (CIPD, 2020g); (CIPD, 2021d).  However, although recent trends have emphasised digital learning there are several benefits and barriers to digital learning as shown in table 1. 
Table 1: Benefits and Barriers to digital learning (CIPD, 2021d)
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[bookmark: _Toc71122221]2.1.2 Design Thinking
Design thinking is a concept which aids the development and refinement of addressing changes to the learner’s behaviour and environment. Due to the rapid growth of technology and globalisation, the world has become interconnected and design thinking offers a means to understand this advancement in a human-centric manner (Interaction Design Foundation, 2020). 

Figure 4: Design Thinking Process
As shown in figure 4 the design thinking process has five key components. Defining and understanding the problem is the first and most important aspect of the process. Discovering a solution can be easily achieved by the gathering of information through market research or employee surveys.
Innovation will not succeed unless the organisations' employees support it. For employees to buy in they must be involved within the process of generating ideas. However, involving a high number of people with different perspectives can bring challenges. Facebook believes that “anytime you’re trying to change people’s behaviour, you need to start them off with a lot of structure, so they don’t have to think. A lot of what we do is a habit, and it’s hard to change those habits (Leidtka, 2018). 
[bookmark: _Toc71122222]2.1.3 Evaluating Learning 
An imperative aspect of learning and development is evaluating the understanding of the learning experience. Effective evaluation of the learning and development activity needs to closely link with the identified gap or need. 
The effectiveness of the learning can be assessed through formal and informal evaluation. A common learning evaluation tool is The Kirkpatrick Model which outlines four levels of evaluation:
Figure 5: The Kirkpatrick Model
A criticism of the Kirkpatrick model is that the process can be too complex, time-consuming and can be a costly exercise (CIPD, 2020h). 
Griffiths and Ingman found that there is a need for a feedback tool that strongly aligns with learning design and self-directed learning (Snowdon & Boone, 2007); (Griffiths & Inman, 2017). 
[bookmark: _Toc71122223]2.1.4 Contemporary Methods of Learning and Development
Whilst we are amid the fourth industrial revolution traditional learning and development programmes for Managers have remained the same. To remain relevant leadership development needs to embrace the transformation. The average age of first-time managers is now 30 with nearly 30% of millennials holding managerial level roles. Within Magstim the average age of managers is 36. With this in mind, millennials expect access to learning opportunities anytime and anywhere. According to the Korn Ferry Institute, millennials learn more through online development (Korn Ferry, 2021); (Forbes, 2020). 
Artificial intelligence (AI) has become a part of society for many years however, in the last decade AI has assumed part of the leadership and management development process. With AI leaders can be offered personalised content based on the manager’s personality, competencies, and objectives. Netflix, Amazon, and Spotify have implemented  AI as a means of using targeted information in a learning management system (Forbes, 2020). 
Along with AI, Gamification which is the process of applying game design theory to everyday situations has seen an increase in popularity. Gamification supports the learning and development of employees by enabling them to build a core competence within a safe environment. Introducing gamification within online learning can encourage greater engagement and knowledge retention (CIPD, 2020c). The computing company CISCO implemented gamification within its learning and development program. They implemented a three-level certification process which allows employees to progress only when new skills are applied and measured. Within their HR department, gamification was used when understanding how LinkedIn can be used to search for potential candidates (Coene, 2019). The current learning management system (TalentLMS) used by Magstim can create online courses with gamification. This resource is not currently being utilised by the company.
A criticism of all online digital learning is that the most important management competencies are best learned in person. The soft skills required to be a good manager have become the hard skills to learn; emotional intelligence, interpersonal skills, and the ability to influence and be engaging. However, the events of 2020 have shown that learning and development must become creative (Nevins, 2020). 

[bookmark: _Toc71122224]2.2 Leadership and Management during the pandemic
Following a PESTLE and learning needs gap analysis it became evident that the Management within Magstim has not managed their teams appropriately during the COVID-19 pandemic. Performance appraisals were not completed and managing remote teams highlighted this issue. 
Leadership is defined as influencing people to achieve a common goal. It involves developing and communicating a vision and motivating employees. Management in comparison can be seen as influencing people to achieve objectives. (CIPD, 2020i); (Armstrong, 2012); (Dixon, 1994). To care for employees during a crisis such as the COVID-19 pandemic and to promote business recovery leaders should have four qualities: awareness, vulnerability, empathy, and compassion. Studies carried out by McKinsey have shown that in a business as usual environment, compassionate leaders perform considerably better and will foster an environment of loyalty and engagement from their team (Dutton, et al., 2014); (Lilius, 2011); (McKinsey & Company, 2020b). 
Google’s  New Manager Training program was designed for employees who are transitioning into managerial roles and incorporated awareness building and perspective-shifting. The program also focuses on emotional intelligence and how self-awareness around emotions and behaviours can be reflected within management styles (Google, 2021). 
With an increase in remote working due to the pandemic, managing a remote team has brought several challenges, especially for those managers who had an open-door policy. 
Leading a remote team requires a specific skill set that includes a clear and direct communication style. An organisational culture of self-direction and personal responsibility ensures the correct structure and processes are in place. Micromanaging a remote team can be counterproductive. The transfer from a face-to-face culture to remote working brought challenges to many organisations, particularly when dealing with promotion opportunities, training, incentive plans, and career development. Ensuring the organisation’s performance management process is fit for the new conditions will be key (Eyre, 2020).
Concerning Magstim it was identified that due to the number of employees who were encouraged to work remotely performance development reviews were not carried out, even though the company utilised available technology such as Microsoft Teams.  According to a CIPD study, for many organisations, new working practices require more than a policy change, it is the behaviours and mindsets of Managers which also need to change and adapt to a new way of working (CIPD, 2020j). With remote working being the norm for the foreseeable future it is important to consider how performance reviews will be conducted going forward. During the current climate, frequent conversations between Managers and Employees may be more beneficial to both parties (Knight, 2020). 










[bookmark: _Toc71122225]3.0 Conclusion

The COVID-19 pandemic has brought an overall shift in mindset towards remote working and changes in learning and development practices.  Organisations that did not have high-level IT infrastructure were forced to improve overnight to support the vast number of home workers. These stronger systems have created stronger platforms to aid technology within learning and development as workplace learning is instrumental in supporting Magstims’ strategic objectives. 
With the average of Managers within Magstim being 36, this generation of millennials expects to access learning and development opportunities at anytime and anywhere. Advancements in technology have seen increases in the use of gamification and artificial intelligence (AI) being used within learning and development programs. AI offers learners personalised content based on their personality and competencies. Gamification in comparison encourages greater learner engagement and knowledge retention. 
The learning needs gap analysis conducted within Magstim identified that Management had not managed remote teams effectively, with performance appraisals not being conducted during 2020, despite Microsoft Teams heavily utilised during the pandemic. With remote working expected to continue Managers need to consider new working practices including changes to behaviours and mindsets. Managers need to understand that performance reviews support employees’ career development opportunities and regular feedback aids this progression.
 
[bookmark: _Toc71122226]4.0 Recommendations 
Based on the above conclusion the following recommendations are made in support of the learning need. 
[bookmark: _Toc71122227]4.1 Recommendation 1
With the increase in remote working, it is recommended that Managers with remote teams within Magstim attend a Managing Remote Teams course conducted by the Knowledge Academy (The Knowledge Academy, 2021). This training includes using technology to communicate and facilitating remote teamwork.
This chosen recommendation has been made on the concept of expectancy theory and requires Managers to be motivated to learn and are driven by expectation, the benefits to their learning, and is also beneficial to the organisation. On the basis that Managers have neglected their responsibility in conducting performance appraisals with their employees therefore potentially risking employees leaving Magstim for career opportunities and progression elsewhere. This training will significantly decrease staff turnover. 

[bookmark: _Toc71122228]4.2 Recommendation 2
It is recommended that modules of the Managing Remote Teams course be uploaded onto Magstims’ Talent LMS software to be used as annual refresher training for all Managers. Aspects of gamification which can be utilised within Talent LMS can be implemented to encourage active participation by Managers and can aid greater engagement and knowledge retention. To ensure learning is retained gamification allows learners to become addicted to learning due to the natural high dopamine releases. Having a rewarding experience helps retain new information (Mulkeen, 2020). 
This recommendation has been chosen in line with goal theory and the understanding that the speed at which Managers learn will increase if they have clear specific goals and feedback. 
[bookmark: _Toc71122229]4.3 Recommendation 3
A full review of the performance management system used by Magstim is recommended to identify if the current system is a suitable tool in supporting remote working employees in their career progression and development. 
Reviewing and updating the current performance review procedure can potentially reduce employee turnover. 
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Action

Enrol 6
Managers onto
Managing
Remote Teams
Training

Develop a
Managing
Remote Training
module on the
Magstim
TalentLMS
system.

Review of
current
performance
management
review system

Responsible Start Date  Due Date

Person
HR Manager = Immediate 30/09/2021
HR Manager = Immediate 30/09/2021
HR Manager = 01/06/2021 | 30/08/2021

and
Global HR
Director

Required

Resources
One day for each
Manager to complete
training at a cost of:
6 days.

Course cost: £495.00
each

Total £2,970.00
1-day allocation of
HR Managers time
to upload course
onto TalentLMS.

Upgrade current
TalentLMS software
to include
gamification aspects
at a cost of an
additional £1,440 per

year.

Allocation of 90
days’ time for the
UK HR Manager
and Global HR
Directors to
complete.

Approval of
Leadership Team

Outcome

Annual refresher
training can be
conducted.

Incorporate
gamification aspects
into TalentLMS.

New Managers can
undertake training
immediately on
managing remote
teams reducing
costs to Magstim
Implementation of a
new system that
focuses on
developing remote
workers. This will
support both the
employee and
reduce turnover.
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Political

External Factors to Consider

Factors affected within the organisations industry

Work from home orders

UK National Lockdown

International Lockdown/Quarantine orders

The Welsh and UK Governments work from home,
where possible, saw the onsite working within
manufacturing facilities decrease significantly.

International Trade decreased within Medical
Devices, excluding suppliers of PPE

Economical

Market downturn

Reduction in sales of medical devices resulted in
poor economic performance
47% of manufacturing firms utilities the scheme
(Process Engineering, 2020).

Social

Travel restrictions

Remote Working

The Magstim Company has offices in the USA.
Restricted travel prevented employees travelling
for training and collaboration on R&D projects.

Changes to the manner in which work roles are
carried out. Meetings held over Microsoft Teams.

Remote working increased the risk of employee
burnout, seclusion

Learning and development opportunities due to
remote working and reduction in onsite training
opportunities

Technological

Remote working

ITinfrastructure

Ensuring employees have adequate IT provisions
at home.

Implementation and improvement of IT
infrastructure to ensure employees were able to
work from home effectively.

Reliance on employees having suitable internet
connection in order to work remotely.

Legal

Employment law

Redundancy consultation periods

Ensuring Display Screen risk assessments are
completed for all employees remote working.

Environmental

Reduction in commuting due to remote
working

Productivity increase due to reduction in
commuting time.
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