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1. [bookmark: _Toc190595867]Introduction
South Wales Police (SWP) is a 24/7 emergency service with 6362 employees in the roles of police officers and staff (SWP, 2025). The learning and development needs are complex with officers and staff requiring different training and learning opportunities. Arranging training around shift work and operational demand, and having a constant churn of new recruits puts a lot of pressure on the Learning and Development (L&D) department. 
The People and Organisational Development strategy 2021-24 (SWP, 2021a) is out of date and a new one is being developed. The new strategy will likely give further insight on the current L&D issues of the force. The current strategy highlights the need to have the ‘right people doing the right things in the right way’ emphasising the importance of monitoring and developing the skills of the workforce. The learning at work 2023 report (CIPD, 2023) found addressing skills gaps was the highest priority for L&D professionals. 
According to the Good Work Index 74% of employees reported receiving some form of training in the previous 12 months however the majority of this was online learning (42%) or a form of informal learning (46%), formal learning was reported much less frequently (CIPD, 2024a). SWP is an outlier in this regard with classroom-based training accounting for 89% of all training undertaken (SWP, 2024a). While formal classroom-based learning is currently the main method, SWP also utilises e-learning, external learning provisions, virtual reality (VR), role playing, content curation, supporting qualifications, and practical/physical training. This demonstrates that SWP utilises training, learning, and development approaches and attempts to use a blend of learning methods (CIPD, 2024b).

2. [bookmark: _Toc190595868]External and Internal Factors

[bookmark: _Toc190595869]2.1 Funding 
SWP is publicly funded by the Home Office, Welsh Government and council tax so there is a real limitation on budgets within the force. Internally the L&D budget is calculated including internal funding as well as a target for external revenue (SWP, 2024a). Should the L&D department not achieve their external revenue target it directly impacts their overall budget and their ability to provide a quality service.
As with many organisations, SWP is having to find ways to do more with less but the importance of L&D cannot be understated, a survey found that 31% of UK workers felt a lack of L&D was negatively impacting their job satisfaction, and this was particularly true for younger workers (aged 18-34 years) who were reported as being most likely to resign for better development (People Management, 2024a). There are ways the L&D department can enhance and encourage learning without a substantial cost implication such as taking advantage of free online resources including tutorials and courses. The utilisation of mentors, coaches and internal knowledge transfer should not be overlooked (Charlie HR, no date). 
A fairly large portion of the L&D budget goes towards the initial training of student officers, with 6 months of classroom-based learning (SWP, no date). This is the standard across every UK police force, but the effectiveness and relevance of this needs further assessment. Exit interview data indicates strong feelings that practical training would be more beneficial in those initial training sessions (SWP, 2024b). While it is essential for new recruits to gain this knowledge the format could be changed to increase return on investment as an organisation. Fairly high numbers of student officers have resigned during their probation across the UK indicating there are issues with the initial period of employment, this is a huge loss of investment into those officers through both the initial learning and in the financial support of degree qualifications (LBC, 2023).    

[bookmark: _Toc190595870]2.2. Changes in crime
The ‘how’ of policing has evolved over the years with advancements in technology, a 24/7 economy, and societal trends. Police now need to be equipped with skills and knowledge to deal with evolving crime patterns. The nature of crime has also evolved for the same reasons, cybercrime and terrorism can be committed remotely, drug-related and organised crime are also a serious modern-day concern (WJEC, no date). With the specialist skills and knowledge needed to tackle specific areas of crime it is becoming common for officers to specialise (College of Policing, no date). L&D professionals need to be aware of changing trends in crime to assess where new training needs or skills gaps are forming in the organisation, as such regular learning needs analysis should be undertaken force-wide to ensure there is effective learning (CIPD, 2024c). A lot of the specialist training is delivered by external providers who have the best knowledge in a specific area, for example, cybercrime training and mentoring costs between £399 - £1800 per person (Advent IM, no date) which is clearly a large investment and financial drain, bringing this training in-house would be an advantage. 

[bookmark: _Toc190595871]2.3 Demographic of the workforce
Data from the end of the 2023/24 shows 3,240 officers retired from all UK forces which is the lowest number of retirements since pre-covid, however the number of medical retirements was the highest for the same period at 81 (Gov.uk, 2024). Data indicates the average age people exit the labour market has generally increased year on year likely linked to the increasing state pension age (Gov.uk, 2023). Employees spending more of their lives working is potentially a cause for the increasing number of ill-health retirements, in such a physically demanding job there is a higher risk of physical injury.
Losing experience, skills and knowledge should always be a concern for organisations and considering ways to utilise knowledge sharing more effectively could help bridge gaps. Research indicates that organisations using formal or informal knowledge sharing processes perform better (Yeboah, 2023). 
There has been general concern around the work ethic of the new generation of employees (Gen Z), although a self-survey reported 55% of 18–24-year-olds felt their work ethic improved in the last 12 months compared to an average of just 37% (Personnel Today, 2024). Police trainers have expressed concerns over the quality of new recruits with undesirable traits including arrogance, over-confidence, lack of respect for authority, and being sensitive to criticism (Sweeting and Cole, 2023). Gen Z professionals advise having a sense of purpose in their work is important for their job-satisfaction and wellbeing (Deloitte, 2024). Understanding Gen Z will be important for future L&D strategies. 

[bookmark: _Toc190595872]2.4 Culture and Engagement
L&D both influences and is influenced by an organisations culture and employee engagement (CIPD, 2024d). Ingraining a desire to learn as part of the organisational culture can be achieved through informal learning practices such as mentoring, coaching and self-directed learning (Emerald Insights, 2022). SWP attempts to embed a learning culture through annual appraisals along with twice yearly check-ins, during these appraisals an individual should evidence how they have met organisational, team and individual objectives. 
Employee engagement in learning is influenced by many things, rewards are a motivator and this is an aspect of the behavioural learning theory. The theory poses that employees are more likely to engage with L&D activities when they feel they will be rewarded, and receiving a reward will help them form a positive association with the activity (360 Learning, no date a). Rewards may be financially motivated such as a pay rise or promotion but even non-financial rewards such a manager praise may be highly motivating. This is an area SWP are working to improve, with employees now being able to give and receive ‘hive fives’ and feedback through an employee engagement system as well as the appraisal system. 

3. [bookmark: _Toc190595873]Critical analysis of current strategy 

A CIPD (2020) study found a significant gap between organisations who wanted to create a positive learning culture, and organisations who actually achieve this. Fitch (2023) identified four barriers to creating a positive learning culture which will be assessed below. 

[bookmark: _Toc190595874]3.1 Lack of support from leaders and managers

[bookmark: _Toc190595875]3.1.1 Line managers’ support
CIPD (2025) advise that some managers view learning as an activity provided solely by L&D, however line managers can also make a significant difference by identifying learning needs and supporting them. The People strategy emphasises the desire to have leaders who role model, inspire, engage, support and enable employees which was an area of improvement highlighted in the 2019 employee engagement survey (SWP, 2021a). A lack of line manager support of L&D activities may be attributed to their perception that L&D is not effective and does not meet its goal (Garavan et al, 2020). L&D professionals should involve line managers as stakeholders and foster relationships with them to understand the real learning needs of employees and to demonstrate the reason for, and benefits of training (HR Magazine, 2023). For L&D to get more buy-in from senior leaders it needs to ensure the strategy ties in with organisational goals, L&D should assess its alignment with the Chief Constables Delivery Plan (People Management, 2024b). It should also be impressed upon managers how L&D impacts retention of employees, with 56% reporting they would change jobs for better skill-building opportunities (CIPD, 2024d).

[bookmark: _Toc190595876]3.1.2 Leadership development
The development of line managers themselves is a key consideration as manager behaviour impacts employee health, wellbeing and engagement (CIPD, 2017). To address this the strategy proposes developing a range of leadership skills reviews and programmes. SWP has since developed the ‘First Line Leaders’ course, a 5-day programme set to cover a wide range of topics that managers require for their day-to-day responsibilities. The course was originally held in person, then was moved online but due to a reduction in engagement it is planned to return to in-person sessions. When assessing the uptake of this course it is clear to see the interest is fairly low, sign up has only been 59% against optimum capacity compared against taser training courses which are overcapacity in bookings and has an extensive waiting list (SWP, 2024a). Only 74% of newly promoted officers (within 1 year of promotion) have completed the first line leaders’ course, while this figure is fairly good it would be beneficial to gain more insight on the effectiveness of the programme such as through testing knowledge of those who have attended (SWP, 2024a). Consideration should be given to re-evaluating the benefits of this course as it is currently presented and assessing whether this is an effective way of training line managers.

[bookmark: _Toc190595877]3.2 Limited time

[bookmark: _Toc190595878]3.2.1 L&D vs demand
Research conducted by Bersin (2018) found that an average employee only has 24 minutes a week for ‘formal learning’ and advocates for more learning ‘in the flow of work’. Officers specifically are required to attend a fairly high amount of mandatory training courses each year, and in 2023/24 there were approximately 40,000 training days across the force (SWP, 2024a). Statistica (2024) revealed that learning hours per employee increased from 35 in 2020 to nearly 64 in 2021 which is thought to correspond with the average amount of money spent on workplace training. While employees complete a lot of mandatory training they may not have time to complete their desired training. In SWP, student officers completing a policing degree and officers studying for promotion exams are afforded protected learning time (PLT), this time is to be used for self-directed learning or attendance at courses/workshops (SWP, 2021b). However, PLT is not afforded to those undertaking other forms of training or learning which may place a barrier on employees’ ability to develop. 

[bookmark: _Toc190595879]3.2.2 The 70:20:10 model
The strategy proposes to embed the 70:20:10 learning model to reduce the dependency on classroom-based learning (SWP, 2021a). The 70:20:10 framework has become increasingly popular in recent years however there are concerns with the basis that 70% of learning comes from experience and 20% from social interactions, employees may learn behaviours and values not strictly aligned with SWP (Harding, 2021). To make the most of the 70:20:10 framework, SWP needs to understand how to best manage the experiential learning element. An example of how to manage on-the-job learning is with Halsted’s ‘see one, do one, teach one’ method employed by the NHS for teaching surgical procedures, although this is now likely superseded by Peyton’s 4 step model including demonstration, deconstruction, comprehension, and performance. This method could be applied outside the NHS, and the model has been shown to improve short-term retention and performance (Lackey and Abaza, 2023).

[bookmark: _Toc190595880]3.2.3 Shift workers
Within the organisation many operational staff and officers work shifts and weekends, however the L&D department operate during standard office hours. This creates a further barrier to learning for shift workers. There is little to no research in the area of learning and development in relation to shift workers, however this is important to enhance productivity, job satisfaction, wellbeing and safety (Bizimply, 2023). Consideration could be given to holding some training sessions in early morning or late evening to enable shift workers to attend more freely without having to change shift or missing out entirely.

3.3 [bookmark: _Toc190595881]Poor or insufficient resources

[bookmark: _Toc190595882]3.3.1 E-Learning
One of the most common methods used for mandatory learning is e-learning modules, while there are benefits to e-learning such as being cost-effective, consistent, flexible and environmentally sustainable, the effectiveness of it needs to be analysed (People HR, 2024). The only data widely used in SWP regarding e-learning is completion data, other data would be useful to assess the effectiveness of the learning including engagement and performance, this would make areas for improvement easier to recognise.
There is a common myth which has been debunked that the human attention span is only 8 seconds, there appears to be no evidence to back this up and attention span is more task-dependant (BBC, 2017). However, there is evidence that the human attention span has decreased over time with the primary cause of this suspected to be increased use of technology referred to as ‘media multitasking’ (Parry and Le Roux, 2021). 
Statistically, information retention rates from e-learning are higher than face-to-face training, it also takes 40%-60% less of employees time to complete, but there are inevitably drawbacks (Oxford College, no date). Elucidat (no date) advise that to make the most of e-learning it needs to be relevant, interactive, concise, and easy to access. SWP should consider updating its e-learning packages to include more bite-sized learning, and introduce some gamification to keep it interactive and interesting. 

[bookmark: _Toc190595883]3.3.2 Learning styles
Different learning styles can also be a barrier to good engagement with L&D activities. Tailoring learning based on employees learning styles can increase training engagement, create better knowledge retention, and enhance ongoing performance (ILX Group, 2024). It would not be reasonable to create the same learning package in seven different formats to incorporate all the learning styles so SWP should consider a blended approach in all training activities. However, there is a lack of high-quality studies into the effectiveness of learning styles and it is unlikely that a person will have one single learning-style (Education Endowment Foundation, 2021). 
Linked to this is the consideration of those with neurodiversity’s undertaking L&D activities. Those with neurodiversity’s may struggle with aspects of traditional learning or training, presentation and accessibility is key to ensure it is inclusive and has a wide-reaching impact on all employees. L&D professionals should consider ways to train that incorporate a variety of learning approaches such as differentiated instructions, utilising different approaches to the content, process and product of learning can encourage growth (Tomlinson, 2017). Differentiated learning has been found to be beneficial to the learning and social/emotional development of learners but it is an area that requires further research (Gibbs, 2023).

[bookmark: _Toc190595884]3.4 Resistances to new processes and change

[bookmark: _Toc190595885]3.4.1 Artificial Intelligence (AI)
The People strategy (SWP, 2021a) does reference digital policing but there is no mention of artificial intelligence (AI) and how this will play a part in policing and L&D going forward. AI can be used in L&D activities to ‘hyper-personalise’ online learning, making content applicable to each individual, taking into account their role, learning needs, and experience improving learning outcomes (People Management, 2024c). L&D professionals can work with AI to transform generic internal documents into interactive learning, making the knowledge sharing processes easier and more accessible (360 Learning, no date b). This is a clear area which is being over-looked in SWP and needs to be further scoped out to assess how AI can be used going forward.

[bookmark: _Toc190595886]3.4.2 Skills audits
SWP carries out training needs assessments (TNA) based on rank and discipline focusing on mandatory training (SWP, 2024a). There is no evidence that a learning needs analysis (LNA) has been undertaken which would help assess future skills and knowledge gaps in line with organisational goals and objectives (The L&D Academy, 2022). Stewart and Cureton (2014) advise that a LNA should be strategically led and aligned to ensure that the learning delivered is actually needed by an individual, team or organisation as a whole. As a result, SWP does not have a central ‘bank’ of skills recorded for employees. Deloitte (2022) explored how organisations could move away from traditional role-based tasking to a skills-based tasking approach, they found that many organisations and workers preferred a skills-based model. The People strategy sights the needs to have the ‘right people doing the right things in the rights way’, a skills-based approach would make this vision more realistic. Being able to use individuals skills to deliver projects could make SWP 17% more productive, experience 41% less absenteeism, as well as being 63% more likely to achieve results (Together Platform, 2024). While this is vaguely touched on in the strategy it is an area that needs more development.
4. [bookmark: _Toc190595887]Conclusion
There are a number of internal and external factors that influence SWP ability to deliver quality L&D activities. Funding is a large factor, while there is an element of this which cannot be changed due to limited funding provisions, the L&D department do have the ability to generate some of their own revenue. Changes in the nature of crime and changes in the demographics of the organisation are going to be a constant challenge for the organisation to keep pace with. However, creating a learning culture and keeping employees engaged in L&D activities should be a main priority for the department. 
Supportive leadership and leadership development require improvement, this is an area already highlighted in an employee engagement survey and is vital for employee wellbeing and engagement (SWP, 2021a, CIPD, 2024d). The organisation needs to reassess how to get employees to prioritise their own learning, this could be done through specific PLT for each employee each year, or creating a process to monitor on the job learning (Bersin, 2018). SWP likely under-utilises resources such as e-learning, with classroom-based learning being the primary source of training. E-learning is evidenced to have better retention rates along with taking less time, the organisation should take more advantage of technology in L&D activities (Oxford College, no date). This also feeds into the use of AI, currently SWP uses no AI in L&D however there are substantial benefits in doing so which cannot be overlooked, this would likely reduce demand and resources in the department enabling more time to be spent on further projects and developments (360 Learning, no date b). Lastly, SWP needs to consider developing an employee skills bank and ensuring skills are utilised in the right way to better meet organisational and departmental objectives (Together Platform, 2024). 
Overall, there is still a lot of areas for improvement with the SWP L&D department, it is possible they are not taking advantage of every resource available to them and are still too focused on traditional learning rather than innovating new processes.

5. [bookmark: _Toc190595888]Recommendations 

[bookmark: _Toc190595889]5.1 Leadership podcast
Leadership training in SWP has undergone numerous revisions but the uptake remains less than optimum (SWP, 2024a). An alternative consideration could be to remove some, if not all, of the classroom-based training and introduce a leadership podcast series. With a podcast series, line managers can listen anytime and anywhere making them more accessible and allowing line managers to refer back to specific episodes as often as they want (LinkedIn, no date). The series could cover a wide range of topics including instructional episodes on how to complete specific admin processes as well as more theoretical episodes such as having difficult conversations. There would also be the option to include a visual element to include demonstration videos. SWP already has all needed facilities to produce the podcast so costs would be based on time to create and edit episodes, this would be estimated at a cost of £181 per episode (SWP, 2024c). If the classroom-based leadership training was reduced or stopped this would more than offset costs. 

[bookmark: _Toc190595890]5.2 Skills bank
There is a need to complete a skills audit and develop a skills bank centrally in the organisation. Recording all skills and qualifications which can be searched for when needed will ensure that employees are being fully utilised based on skills rather than constricted within their role (Deloitte, 2022). This could be achieved as part of a learning needs analysis and will allow SWP to be more forward-thinking and able to assess where gaps are, especially when considering what knowledge and skills are being lost through leavers (CIPD, 2024c). The skills bank could be built into existing systems at no extra cost other than time, to undertake and facilitate the skills audit and log the results is an estimate cost of £5000 (SWP, 2024c). Being able to utilise skills better across the force should hopefully bring a return on investment through higher productivity and reduced sickness (Together Platform, 2024).

[bookmark: _Toc190595891]5.3 Unsocial training
Training sessions are held during standard office hours, these are not always accessible for operational staff and officers working shifts. SWP should provide some training sessions during unsocial hours such as early mornings or later evenings. This will make training more accessible to shift workers leading to improved compliance rates, a larger reach of the training, and shift workers feeling more valued and accommodated for (Bizimply, 2023). The cost implications of doing this would involve unsocial hours payments for the trainers estimated to be £218 based on two trainers facilitating a 4-hour session once a month (SWP, 2024c). This would hopefully reduce under-occupancy costs to possibly balance costing. 

[bookmark: _Toc190595892]5.4 Evaluation
The above recommendations could be evaluated using Anderson’s Value of Learning model which assesses the alignment against strategic priorities, assesses the results of the training, and finally, establishes the most relevant approach for the organisation (Thinqi, 2024). Anderson’s model is high level and has a focus on the alignment with priorities which is beneficial for SWP in this moment with a real focus on limited funding but also needing to keep pace with a changing environment. The limitations of this theory are that it needs to be supported by other evaluation models to achieve an overall assessment of effectiveness (Thirst, 2023). 
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