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Executive Summary

The PESTLE analysis demonstrates how external factors affect businesses and L&D. More specifically it can highlight how Covid-19 has affected businesses and L&D both economically and technologically. 

Using a learning needs analysis the learning gap identified as a result of Covid-19 was people management skills. Recent studies show how many organisations such as Harvard Business School and Investors in People have summarised points to consider when developing management skills. Organisations such as Peninsula and Google both demonstrate a positive way in enhancing employee people management skills by adopting an effective ethos and using existing tools.  

People management skills is forecasted to be one of the most important skills in the workplace.  Social Learning and Adult Learning Theories are two theories to consider when adopting a new learning experience. These ensure that equality, diversity and inclusion are all considered. Broadcasting and mobile user technology have been perceived to be the foremost new L&D trends. 

Evaluation is key in reflecting upon a learning experience and measuring success. Kirkpatrick model highlights four stages. The RAM approach considers the outcome of the learning experience, compared with the experience itself. 

In conclusion many management programmes have been set up. It is important that JCP develop a plan suitable to their business, and taking into consideration L&D theories and new technologies. 

To close JCP’s learning gap it was recommended for line managers to participate in a forum. This would allow line managers collaboratively, to discuss people management issues, and therefore develop communication skills. Taking into consideration the low L&D budget the forum can be created by existing staff members without financial implications. The forum will have many benefits. It will recognise new L&D trends and will measure success of the learning experience through access to individual profiles.  
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1. [bookmark: _Toc72090571]Introduction  

This report will investigate external factors in the current Learning and Development (L&D) environment using a PESTLE analysis. From this analysis the report will identify the learning need required at JCP Solicitors (JCP) because of external factors, and consider how other organisations are resolving this learning gap. In order to close the identified learning gap, L&D theories will be explored and analysed alongside recent L&D trends. 

From the research conducted, recommendations will be made to assist JCP in closing the learning gap affected by external factors.  

The report is targeted at the HR Manager and CEO at JCP for consideration to implement a new learning experience.   

[bookmark: _Toc72090572]1.1 L&D

Reynolds (1997) defined learning as “a change in attitudes, knowledge or skill”. Contrary to Reynolds definition Vaughan (2008) believes L&D occurs because of a change in behaviour, as a result of a practise or and an experience (Stewart & Cureton, 2014). Mckinsey highlighted the importance of L&D because of increased levels of interests for personnel development. (Brassey, et al., 2019).  The emphasis on L&D could be linked with the rise of Gen Z who have taken a particular interest in career progression (Schwartz, et al., 2019).  The world of L&D has had to increasingly adapt because of the Coronavirus (Covid-19) outbreak where the needs of organisations and employees have changed. Remote working and an increase in technology have become commonplace (CIPD, 2020d). At the beginning of the pandemic many experts feared L&D would take a backseat role, but to the contrary, it was found that L&D increased due to growth in technology and remote working (Management, 2021).   



[bookmark: _Toc72090573]1.2 JCP Solicitors 

JCP is a regional law firm based in Wales. According to the CIPD, JCP’s HR department is included in the statistics of one fifth of organisations where L&D has been absorbed by generalist HR departments (CIPD, 2015).  JCP has only recently adopted a three year L&D strategy, which is part of the HR strategy. The strategy is:  

Year 1 will consider developing a strategy for planning Learning & Development needs and taking into account:

· Team strategies for developing in niche areas
· Expected legislative changes
· Identifying individual training needs and planning how to address these
· Setting achievable training budgets with team leaders 

Year 2 & 3 will focus on both staff development and creating a culture of continuous development for all employees
 
2. [bookmark: _Toc72090574]Literature Review   

The researcher will examine the external factors affecting businesses and how these have created a learning need for JCP. Once the learning gap has been identified, research will take place to decide what leadership method is needed, and how other organisations are closing this gap.  Evidence of new initiative L&D trends, if any, will be identified.   





[bookmark: _Toc72090575]2.1 PESTLE Analysis 

To better understand the external environment, a PESTLE analysis will be used to appreciate key factors that could cause disruption to businesses and L&D. A detailed analysis for JCP can be found in appendix 1. 

Appendix 1 demonstrates how external factors are impacting businesses and L&D. Evidently, the Covid 19 pandemic has had an effect, and can be seen to impact businesses and L&D to some extent.   

Covid-19 has had a significant impact on the economy. It was reported in June 2020 that GDP was 17% lower than predicted (ONS, 2020). These stark figures along with the UK entering a recession and lockdown restrictions continuing to ease, show that the UK is at a critical economic point (Elliott, 2021). The impact on economic factors has led to the L&D budget at JCP being diminished as a result of recovering costs from the first lockdown.  

With regards to political factors, Covid-19 has brought about new legalisation, The Coronavirus Act (2020a). Within the Coronavirus Act, law was passed for employees to work from home where possible (Government, 2020c). To prevent the spread of Covid 19, many businesses such as Lloyds Bank witnessed staff leaving the work place, to work from home (BBC, 2020). This has also affected the way in which L&D is delivered at JCP, as delivery is now virtual.  

Coinciding with the new working from home legislation, businesses had to rapidly adapt to using more technology to ensure the smooth running of their businesses. Many businesses have reverted from face to face meetings to using platforms such as Microsoft teams and Zoom (LaBerge, et al., 2020).  L&D at JCP had to move towards technology based learning, and had to quickly adapt to understanding the   learning needs and resources of their employees who were working from home and unable to access face to face learning. 


[bookmark: _Toc72090576]2.2 Learning Gap at JCP 

As explained within the PESTLE analysis, many businesses including JCP were required to work remotely due to Covid-19. As it was a new way of working, the HR department at JCP wanted to better understand employees reaction to the new norm. A learning analysis tool was used by JCP in August 2020 where an engagement survey was sent to all line managers. A learning needs analysis is beneficial as it uses collated data to understand business performance based on the views of stakeholders, and in this instance line managers. It is important all data collated is used in line with the L&D strategy to enhance both internal and external demands (CIPD, 2020c).     


[bookmark: _Toc72090577]2.2.1 Results 

The figures from the engagement survey showed that 60% of line managers felt that communication with their team was the biggest challenge they faced while working remotely. In addition to this 37 line managers believed they only communicated limited information to their teams.     
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Pre pandemic a survey found that JCP needed to improve on team communication. 
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[bookmark: _Toc71637904]Figure 2: What are we not doing well at JCP? (JCP,2020)


An engagement survey was sent to all employees in mid-2020. 70% of the responses made ranged between satisfied to very satisfied, when asked about levels of communication from line managers. However, taking into consideration the views of line managers and also pre pandemic statistics, there remains scope for improvement with line managers and people management skills. 

[bookmark: _Toc72090578]2.2.2 Learning Gap Identified 

The results revealed that line managers are lacking the essential people management skills expected to lead a team effectively. The learning gap identified because of the covid-19 outbreak, leading to home working and a new way of working is: 

· To improve line managers people management skills 


Home working is set to remain when major companies such as BP are requesting employees to work from home two days a week. Therefore, it is important this learning gap is resolved in order to create a working environment where remote working is effective and employees feel valued by their line managers (BBC, 2021).  ACAS found that businesses are spending approximately £1,000 per employee on workplace conflicts. This can escalate as a result of the lack of people management training for managers, highlighting the importance of identifying learning needs to save on costs (ACAS, 2021).  


[bookmark: _Toc72090579]2.3 People Management Skills 

The leadership style identified at JCP as a learning gap was people management skills. To help organisations close this gap, Investors in People (IiP) constructed a five step plan to help organisations address this learning need. The plan consisted of: 
· Organisational knowledge 
· Leadership Plan 
· Support Plan
· Improvement Plan 
· Progress Evaluation 

IiP also stressed the importance of communication to ensure there are strong relationships between all levels of employees (People, 2020).   

Similarly, Harvard Business School (HBS) also issued a guide to improve people management skills (Gavin, 2020).      

The first point HBS raised was that people must strengthen their decision making in order to become better managers. It can be seen that from involving your team in decision making, a clear process can be established, building trust and positive relationships within the team. Deloitte also highlights that a good decision making process leads to better business outcomes (Mallon, 2020). 

The second step highlights the importance of emotional intelligence (EI) and self-awareness to understand personal development issues.  CEO’s such as Elon Musk and Jeff Bezos can be seen to use EI while communicating with their customers and staff via social media. Effectively using EI in a senior position role can have a positive impact on employees. Musk highlighted the importance of staff safety and met with individuals to discuss how the organisation could improve (Wong, 2018).   

The third point discusses building trust within your team, which demonstrates trends of greater productivity and less stress within the organisation. Similar to IiP, Communication is seen as the biggest skill to enhance management skills (Gavin, 2020). 

HBS also recommended reflection at the end of each day to understand what worked successfully and what needed to be addressed. In reflection, managers will obtain a better understanding on how they can improve their skills by evaluating what has already been achieved. Leading on from evaluation, HBS recognised that evaluation is a key part of management (Gavin, 2020).  

A study by the World Economic Forum forecasted that People Management would be included in the top ten most important skills to attain in 2020 (Gray, 2016). It can therefore be seen that there are numerous management plans in place to close the learning gap and improve manager management skills. However, it is as important that the plan chosen, suits the individual organisation.    

The CIPD highlights the importance of improving people management skills as this closely links to organisational productivity, not just benefiting employees with good management skills, but the business in its entirety (CIPD, 2020). 

[bookmark: _Toc72090580]2.4 Different Learning Styles 

Once a learning gap has been identified it is important to consider a number of learning styles, generations and cultures. It has been found that by including all generations in L&D, learning will be more relevant and encourage greater employee engagement. It is important to understand the different ways in which generations learn. Baby boomers prefer hierarchal approaches such as advice from senior managers, compared to Generation Y who prefer collaborative approaches. Another comparison to make is with the use of technology. Throughout the pandemic, technology may be seen as an accessible option for many. However, it has been shown that baby boomers prefer face to face learning, compared to Generation X who thrive off feedback and Generation Y who are confident with working collaboratively through different communication channels (Cook & Macaulay, 2017).   

Whilst taking into consideration different generations when designing a learning experience, diversity and inclusion should also be at the core of the process. In promoting inclusion and diversity within the L&D process, individuals are able to share personal and diverse experiences, thus leading to greater discussion and achieving outcomes of specific learning experiences (CIPD, 2020a).  A theory that best demonstrates that adults learn differently is Malcolm Knowles Adult Learning Theory. This theory highlights that adults learning styles are distinct and therefore must be identified whilst conducting a learning experience (Knowles, 1978).   


[bookmark: _Toc72090581]2.5 Other Organisations 

Best practise can be learnt from other organisations creating continuous learning (Garvin, 1993). Organisations such as Peninsula group have created a management ethos to drive and improve its management skills. Their ethos of “find people with passion and upskill them” highlighted the company’s devotion from the outset (Gentle, 2018). Pixar have also adopted an ethos where employees learn together, creating an inclusive environment for all stakeholders (Croswell, 2020).  Organisations Peninsula and Pixar, have been ranked as top companies for effective management because of their transparency on wanting to develop their employees.    

[bookmark: _Toc72090582]2.6 L&D Theories 

As discussed, organisations can learn from other organisations, and this process can be reflected whilst designing a learning experience. Throughout the learning experience a number of theories can be used, dependent upon the learning gap identified. Banduras Social Learning Theory (SLT) highlights how individuals can learn by observing others through behaviours, thus offering a theory which can be used within a learning experience (Bandura, 1971). Instagram showed how the social learning theory was used to extreme by observing Snapchats strategy, which resulted in a clone product being produced (Zaleski, 2017). Organisations must be mindful whilst observing other businesses to ensure they do not reflect that business directly into theirs, as business needs do vary. Google’s management programme can be seen to be based on aspects of SLT. Project Oxygen was launched to understand the behaviours of exceptional line managers. This way of learning was then based on the leadership programme implemented within the organisation (Garvin, et al., 2013). 


[bookmark: _Toc72090583]2.7 What are the new L&D trends? 

In order to create a learning experience, organisations need to demonstrate an awareness of any changes in L&D development, demonstrating a relevance to the learning need and the current global state. It can be seen that millennials are driving the way forward for L&D, resulting in the need for all companies to be aware of such advances. In order to continue to develop on the move, it has been forecasted that mobile phones will be the biggest tool used. Easy accessibility will be needed for employees to undertake such mobile learning (Harper, 2019).   

As a result of the pandemic, many L&D experiences have been conducted virtually, and have become routine for many organisations. Therefore, it can be seen with such   easy accessibility to this learning, social learning is set to remain. Within social learning is broadcasting. This allows the teacher to live steam a learning experience, as opposed to having participants in that room. With Covid-19 restrictions in place, this tool has allowed many organisations to still have the engagement of a team environment using technology such as Instagram and Zoom (Gasson, 2020).    





2.8 [bookmark: _Toc72090584]Evaluating Learning  

Once a learning gap has been identified and aspects such as diversity, generations and the type of leadership are considered, a learning experience can be produced. Up and coming L&D trends, and best practise in other organisations also needs careful consideration.  From evaluating a learning experience, the effectiveness and quality can be assessed to measure its success (CIPD, 2020b).  

There are a number of evaluation methods used to assess the impact of a learning experience. Kirkpatrick’s (1959) model can be utilised whilst evaluating the impact of learning. The model outlines four main aspects:
· Reaction 
· Learning 
· Behaviour 
· Results 

This model, though commonly used, has been criticised. In the 1980’s Alliger and Janak disparaged the model for its weak level systems, with no positive links between each level of the model (Alliger, 1989).  

Similar to Kirkpatrick’s model, Eastreby-Smith produced an evaluation tool in later years. This model also consisted of four levels: Proving, Controlling, Improving, reinforcing. Like other models, criticism was also given to Easterby’s exemplar as it solely focussed on large training events, and did not consider new L&D trends, such as smaller personal L&D experiences (Easterby-Smith, 1994).    
 
Contrary to the more traditional evaluation theories that are based upon the specific learning events, the CIPD created the RAM approach. This focusses on the outcome compared to the specific learning experience. This new model shows how L&D is developing and therefore impacting the way in which the learning need is evaluated (CIPD, 2020b).  
  

3. [bookmark: _Toc72090585]Conclusion 

In Conclusion it is evident that Covid-19 has had a significant impact on both businesses and L&D, directly resulting in a learning gap identified at JCP.  Research shows that management skills are forecasted to be included in the leading top ten skills needed in the 21st Century workplace, reinforcing the necessity for the learning gap to be closed in the organisation.
Many organisations have prioritised and created management plans to close the gap and improve managers’ people management skills, reiterating the importance of this skill.  Whilst this learning need is currently a much discussed topic, it is important for organisations to design a learning experience specifically pertinent to them. Companies must understand those they are targeting when considering new and upcoming L&D trends, thus ensuring the learning experience remains relevant.   

4. [bookmark: _Toc72090586]Recommendations 

In accordance with the LNA undertaken, the World Economic Forum (2016) report, and the necessity to create a learning plan, the learning gap identified was: 

· To improve line managers people management skills  

The objectives identified within this aim are:  

a) Improve communication skills 
b) Becoming better decision makers, and adopting an alternative option to continually approaching HR 

As a result of the research undertaken, the recommendation to close JCP’s learning gap can be found below.  An action plan can also be found at appendix 3. 




[bookmark: _Toc72090587]4.1 Where? 

To close the learning gap within JCP and meet the objectives set a recommendation has been made to create a line manager forum. The online forum can be constructed using the online website builder Wix (Wix, 2021).    

[bookmark: _Toc72090588]4.2 Why? 

The majority of line managers are within Generation X, who can be seen to thrive off feedback (Cook & Macaulay, 2017). A forum encourages instant responses which will fulfil their needs to receive feedback. As the workforce is working remotely, line managers have had to adapt to new technology, and a forum is easily accessible to all (Shackleton-Jones, 2019).   

A forum was chosen as it allows inclusion throughout the organisation. With employees working remotely, ideas can be shared, while at the same time increasing communication skills.  

Both Iip (2020) and HBS (2020) highlight the importance of communication to improve management skills. By creating a forum to encourage communication, line managers will be utilising an essential skill which can be used in their management roles.  

Broadcasting was highlighted as an up and coming trend within the demands of L&D. This route has been considered, but because of the increase in remote working, it cannot be guaranteed that personal data would not be shared and overheard by employee household members (Gasson, 2020).  

As HBS (2020) mentioned in their 7 step strategy, decision making is needed to increase management skills. A forum will help line managers make assertive decisions by getting immediate responses from fellow line managers. This promotes decisive actions rather than choosing the easier option of contacting HR immediately when an issue arises. 

The forum will highlight how SLT can be used, observing other line managers and considering their suggestions (Bandura, 1971). Line managers will learn from each other who may have faced similar situations.  

The ethos of learning will be similar to those of Peninsula Group and Pixar (Gentle, 2018). 

[bookmark: _Toc72090589]4.3 What will it look like? 

This forum will act as a communication opportunity for line managers to discuss and share best practise with other line managers within the organisation. The forum can be accessed via a unique link which can be sent out by the administrator who created the forum. The forum will allow line managers to speak on current issues they are facing within their team, and will be a place to share best practise and outcomes to fellow line managers. This learning experience will create a culture of continuous learning, coaching and mentoring to develop their management skills. It has been identified that there are a number of experienced line managers such as Employment Solicitors in the team. Therefore in using the SLT and Googles approach to management training other line mangers are able to learn from experienced managers (Garvin, et al., 2013). Utilising experienced managers, will allow for quicker responses received, resulting in line managers seeking HR’s approval only when they have a potential solution. It has been found that forums allow users to remain engaged whilst identifying a learning need (E Learning, 2021).     

The forum will not only encourage managers to use and improve their communication skills, but can also be used as a platform to discuss issues with other line managers before seeking initial help from HR.  





[bookmark: _Toc72090590]4.4 Participation 

Participation will include all line managers within JCP. A forum allows only invited participants to join the learning experience. As line managers are able to set up individual profiles, it will be advised to not use real names. Many line managers manage only a small team, making it easy to identify individuals in discussion. Anonymising user names, (such as line manager 1), will allow for managers to be open, but confidential, creating a safe environment for all users.   


[bookmark: _Toc72090591]4.5 Who will deliver? 

The forum will be the main resource of the learning experience. However, it will be employee driven. Line managers will be encouraged to participate as part of their personnel development and job role. 

[bookmark: _Toc72090592]4.6 When? 

As the learning experience is a forum, the learning experience will be a continuous source of development and reflection to develop line managers’ people management skills. This highlights Shackleton’s view of a learning, needing to be an accessible point of need and the importance of reflection (Shackleton-Jones, 2019).  

[bookmark: _Toc72090593]4.7 Cost

The cost to build a simple Wix forum is free. If the user wishes to add additional features such as videos surrounding people management and removal of adds a fee would be accrued. Wix offer a business basic plan of £13 a month. This subscription also allows increased storage without the need to remove previous forum posts. If JCP choose this plan, the annual fee would be £156 which is significantly less than day courses ranging from £500 to £1,500 (Courses, 2021) (Wix, 2021).  
It is recommended that JCP initially uses the free forum to gauge the tools they will use, and to also consider the impact the pandemic has had on the L&D budget. In addition to these financial costs, the time spent on the design of the forum will be substantial. However JCP has an experienced digital marketing assistant in the team and therefore the design of the learning experience can be assigned to them within their job role.     



[bookmark: _Toc72090594]4.8 Benefit to the organisation

This learning experience will have significant benefits to the organisation. In addition to being 100% mobile user friendly, taking into consideration new L&D trends, the forum is also very user friendly. It allows the administration, which in this case will be HR to easily access the forum alongside line managers (Wix, 2021). This will permit JCP to utilise its own workforce instead of accruing additional costs by accessing third parties (Harper, 2019).  HR will have access to line manager’s engagement through profiles. This will allow HR to understand if line managers are utilising the learning experience to develop people management skills.    


[bookmark: _Toc72090595]4.9 Evaluation 

In order to understand if the learning experience has been a success, an evaluation tool will be used to assess impact. Considering the evaluation tools discussed within the report, the most effective tool for this resource would be the Kirkpatrick model (Kirkpatrick & Kirkpatrick, 1959). Using the four step model the learning experience will be evaluated. An evaluation plan can be accessed at appendix 2.   

Following recommendations, line managers should begin to utilise their communication skills within their team, thus developing both their people management and decision making skills. 
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	External Factor
	Political
	Economic
	Social
	Technology
	Legal
	Environmental

	Factors effecting business and L&D
	Brexit- trade within the UK has been effected, leading to concerns over the trading with other countries and also employment law changes. (Gov.uk, 2020)
 
	Economic Decline- Due to Covid-19 the UK went into it’s worst recession, resulting in redundancies and uncertainty in the market (Destatis, 2020) . This has led to a decreased budget for many L&D teams as budgets have had to be focussed on returning employees on furlough.
	Work Life Balance- Many individuals have now been exposed to home working, resulting in more flexible working request as Covid cases decline. This has impacted on L&D who have had to become more digital for accessibility reasons. Also the rise in individuals seeking personal development 
	Covid-19- The pandemic has increased individuals needs for fast technology in order to connect with friends and colleagues. Technology has had to rapidly evolve. L&D has had to also rapidly evolve to ensure core training can be accessible via technology and not just in person training events. (Times,2020).
	Employment Law – recent law changes has resulted in a rise in National living wage and family friendly polices being highlighted even more. 
(Gov.uk, 2021). 
Work from Home- Businesses have be encouraged and in some cases required by law to allow employees to work from home due to the pandemic (Gov.uk, 2020a). 
	Sustainability- there is now a greater need to be paperless, businesses such as JCP have had to go paperless due to the pandemic and remote working (TechRadar, 2021). This has led to much of L&D having to adapt and become virtual to reduce costs and help the environment. 
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