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What does a great manager need to know about L&D in 2023?








Learning & development (L&D) …
… encompasses any professional development provision offered in the workplace and can be defined as a multi-purpose function within an organisation that ensures employees are empowered to grow and develop their knowledge, skills, experiences and capabilities – all whilst fulfilling personal ambitions/needs and driving business performance (Waite et al., 2021; Association for Talent Development, 2023).
Why is it important? (6.1)
According to Gallup’s (2023) state of global workplace report, there has been a -2% change in employee engagement in recent years, with only 9% of employees feeling engaged at work. Furthermore, many employees said they would like more recognition, opportunities to learn, fair treatment, clearer goals and better managers (Gallup, 2023). 

People today have a “significantly elevated expectation around the investment their employer will make into their growth, learning and progression” and according to Johnson (2023), organisations with a strong commitment to the L&D of their staff, are more likely to be able to survive adversity. LinkedIn (2023) agree that learning is vital to ensure a resilient business and their research indicates that investing in L&D that aligns with business goals will improve a company’s ability to adapt to change, as well as engagement and retention of employees.  

Within a culture of learning, employees are given the autonomy to take charge of their own development journey which in turn, helps them to feel empowered to make a difference - not only to the organisation as a whole, but also their own professional lives (Johnson, 2023). Employers must however, invest in L&D programmes that work and encourage workers to learn in context, ‘in the flow of work’ (Cassidy et al., 2023b). There is also an opportunity for managers to improve the way they support and boost employees’ commitment to L&D, by: ‘nudging’ them to participate; maximising micro-workplace-based learning; building time for reflection; measuring their progress (Rudy, 2022; CIPD, 2023). 




What do we mean by
‘learning needs’? (6.2)

A ‘learning need’ is a term that refers to an individual’s gap in knowledge or a particular skill deficiency. In contrast to ‘educational needs’, that encompass the perceived needs of a whole target audience, learning needs are identified through a process of reflection by the learners themselves and form the basis of any personal professional development (Thampy, 2013).
The most likely reason for a learning need being identified, is due to a constant changing environment, whether these changes impact the individual, the team or the organisation. At macro-level, these changes can be driven by internal or external factors and require workforce that have the means of developing to be able to meet everchanging knowledge, skill or behavioural demands. These factors could be political, economic, social, technological, legal, environmental or ethical and could inform decision-making when it comes to both change management and L&D provisions. 
At a more micro-level, change can be either a requirement of the role (of which CPD is mandatory) or spurred by individual desire. For instance, an employee may decide to bring about their own change, due to their personal aspirations, wants or needs – they may decide that they want to focus on getting a promotion at work, which would require commitment to L&D (Waite et al., 2021).  

A summary of approaches (6.3)Presentation				Training 				Facilitation

		


lecture-style 									learner-led

				(delivery style continuum)

Blended approaches to L&D combine more traditional pedagogies with the use of technology-based programmes, and can help to break down barriers for those with learning needs that a sole methodology may not suit (Cambridge Dictionary, 2023). To optimise workforce potential and organisational success, blended approaches should be adopted - this way, learning is more accessible, bespoke and impactful (Infopro Learning, 2022). 

The chosen delivery style(s) depends on the learning need(s)/objectives that have been defined and can also include a combination of other alternatives to face-to-face tuition alone, such as: training; facilitation; coaching; mentoring. 
Training
Training programmes can vary extensively, and range from overarching group sessions to one-on-one, ‘quick-fix’ interventions, on-site or away from the workplace. They are often delivered with a singular approach, for the purpose of being time-efficient and usually take place as a means for content transfer, or to remedy a particular learning need. 
Facilitation
Facilitated learning is less prescriptive, relying on guidance from the trainer, but also active participants. The learner must take control of their own progression and lean on support from more experienced others (peers or the trainer) when needed. The extent of the ‘facilitator’s involvement can vary from structured guidance, to a more supportive, background role depending on what seems appropriate however, this style works best when the learners have a base-knowledge of the particular subject matter being discussed. To maximise outcomes, performance and engagement learner ‘readiness’ is key (Ang et al., 2021). 
Coaching & Mentoring
Coaching and mentoring facilitate L&D, through use of individualised conversations that aim to further an employee’s skills, knowledge or performance at work. Due to the power dynamics between employees and managers, issues have been raised when it comes to how effective their coaching can be, thus other forms of mentoring that involve other perspectives, such as group, peer or reverse mentoring can provide helpful alternatives or additions to this (Hayden, 2023).  
These terms are often used interchangeably, however…
Coaching: Describes when coaches in the workplace contribute to the performance, skills and wellbeing of an individual or group by setting specific goals and participate in more holistic discussions that facilitate self-directed learning. The coach, unlike the mentor, does not require knowledge of the coachee’s role or area of work and in fact, this can lead to more genuine, neutral and learner-led conversations.
Mentoring: Describes when a person shares their own experiences, learnings and advice with a less experienced individual, with the aim of supporting their development, and its success requires the expert to possess skills associated with coaching such as the ability to listen, clarify, reframe and ask considered questions (Hayden, 2023). 
Design & delivery (6.4)
Only 35% of learners were encouraged to learn by their manager in the past six months, according to LinkedIn (2023a), highlighting the importance of leadership and how supporting employees’ career development should be a priority. This support must not only be in place, but also differentiated to ensure individual requirements and preferences are accommodated, via tailored approaches and suitable resources.
For example, if a L&D initiative included the use of PowerPoint presentations as a means of group delivery, it would be vital that these were inclusive for every learner. The features that trainers may be tempted to use such as, transitions and animations or fancy fonts, can be extremely distracting for some people and should be avoided. Slides having a pastel-coloured background with simple font text of a contrasting colour to make them as accessible as possible to a wide audience, is one example (Ball, 2023). 
[image: ]The overall design and delivery of all L&D activity should consider the possible barriers to learning and interweave inclusive, data-informed best-practices, however more targeted interventions would have to consider the individuals’ specific needs and alter methods, content or delivery to accommodate these. Digital learning may be ‘the new normal’, post-pandemic, due to it being flexible and convenient (Cassidy et al., 2023b), but does it work for everyone as a sole approach? 
Figure 1. (Professional Development, 2023)




Evaluating L&D (6.5)
All methods of evaluation, when it comes to L&D, enable us to demonstrate the ‘why’ behind the learning and examine the extent of its impact on both individuals, teams and the organisation as a whole. The process is concerned with constant adjustment and improvement of existing provisions to maximise results, whilst looking at how we can utilise resources and the competencies of our staff most effectively (Waite et al., 2021).
[image: ]To evaluate L&D function within our organisation, there are different models and frameworks to refer to, depending on organisational objectives, what we know works based on historical data and the resources we have available. The training cycle, as shown in Figure 1., considers four steps: identify training needs; design training; deliver training; evaluate training (Professional Development, 2023). 
This 1960s concentric model known as the CIPP (context, input, process, product), centres around ‘core values’ and looks to guide L&D designers from the original stimuli for learning, through to the design, implementation and assessment of training. Both are helpful in setting clear learning objectives and outcomes, that align with that of the organisation, ensuring there is a strong sense of purpose underpinning any kind of learning and development and allowing for continuous adjustment and improvement of the process. The first is simple in format, whereas the second delves into the intricacies of evaluating programmes, including the reciprocal relationship between CIPP and the more organisational-dependent “evaluative foci”, with values at the core (Stufflebeam, 2000). For this to be successful, the impact of each learning experience, however formal or informal, should be measured through data collection and multiple stakeholders should collaborate in the process (LinkedIn, 2023b; Cassidy et al., 2022). Figure 2. (Stufflebeam, 2000)




Some important points to finish!
Only 40% of companies say that their learning strategy is aligned with business goals (Brassey, Christensen and van Dam, 2019). It is everyone’s responsibility to help integrate learning in the workplace, through adopting an ‘organisational-wide learning mindset’ and leaders driving discussions about increasing capability amongst teams in alignment with wider goals, all whilst building an awareness of the more personal goals/interests of those they lead (Daly and Overton, 2017). 

We are at our sharpest when something unanticipated happens or we are stretched beyond our comfort zone – therefore we should be thinking about ‘designing for a surprise’ (Cassidy et al., 2023a) when evaluating and planning any future L&D programmes. These plans must also be informed by the analyses of data collected from pre- and post-training assessments and feedback from employees, to ensure maximum impact (LinkedIn, 2023b).
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