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Executive Summary.
This report will highlight the effect the COVID-19 pandemic has had on Hornbill Engineering Ltd in the context of its Learning and Development function. It will underline a learning need in management development that has been exposed due to the external factors, increased pressures, and changes in remote working, as a direct result.
Hornbill’s mission statement following the pandemic is to improve project controls and employee competency and retention. Ultimately, it will be conveyed that the company suffers loss where poor management skills lay and so a large scale of reaching their mission may be completed through improving management skills throughout the company.
Literature research will identify the importance of upholding Learning and Development opportunities even where budgets are tight. It will exhibit the importance of identifying learning needs before undertaking training, and the effect it has on future planning for learning and development. 
Furthermore, the design of learning will be explored and conclusions will convey that it is of utmost importance to consider the factors which establish the most benefits from that particular training. It will be revealed, that learning is not as simple as providing information, but delivering it in a way that it will be absorbed and utilised by that individual.
Finally, the evaluation of learning will be explored to convey the advantage of providing learning and development to the workforce. The literature will indicate that there are many levels of evaluation, and how it may be utilised towards the profitability of the company as a whole.
Recommendations will be made to Hornbill to design a suitable learning plan which accommodates the managers learning styles, is effective and is beneficial in cost, and results in a good return on investment in the future. These recommendations will be complete with rough costings to exhibit the potential investment amount and possible benefit the company may reap from the provision.
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HEL – Hornbill Engineering Ltd.
L&D – Learning and Development.
LNA – Learning Needs Analysis.
KSA – Knowledge, Skills, and Attitude.
ROI – Return on Investment.






















Introduction
This report has been produced for the reading of the Managing Director of Hornbill Engineering Ltd. HEL is a medium-sized enterprise, employing approximately 150 employees with around 20 employees making up the Management Team (Appendix 1). One of HEL’s key aims is to improve employee competency and retention by developing relations between management and employees. Whilst HEL has always greatly invested in the development of their employees, HEL does not objectively decide which employees need development but rather waits until the employee requests the training themselves. 
In addition, more often than not, training courses are only taken to develop on the engineering part of the business, and as a result management skills are neglected and directly affect employee engagement, motivation, staff turnover, sickness rates, and a lot more. This however was not uncommon in Wales according to the Welsh Government (2021) report, 85% of employers in 2019 provided training where it was job-specific, however, there was a 5% decrease in management development from 2017. According to Papadatou (2019), poor management costs UK employers around £84billion in total a year, and so in comparison underinvestment in managerial development is a substantial blow in business costs.
David (2019) highlights the importance of L&D within companies today, by underlining the way it motivates employees, promotes personal growth, and its ability to align the employee’s goals and values to the company. There are many things to consider when strategizing L&D within a company, for example, a clear, systematic identification of how a learning need relates directly to a performance gap as the CIPD (2020a) underline, or as they further describe, understanding cognitive processes in learning to select, develop and deliver effective learning which is unique to the organisation and the employees (CIPD, 2020b).
COVID-19 had resulted in HEL putting the strategizing of L&D on hold to focus on consolidating the business and keeping afloat during the pandemic. On the other hand, across the world, L&D departments are having to upskill themselves to facilitate online remote learning, due to the social distancing restrictions in place (CIPD, 2021). This could be seen as a positive, as Howlett (2020) demonstrates that L&D is long-overdue learning innovation and that the pandemic has forced its hand in this matter. Howlett (2020) further explains that in a survey of L&D professionals, 75% said that they had to change some or all of the way they were delivering training and 50% had said they had moved to online learning as a result of the pandemic.
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COVID-19 is inevitably the most unprecedented macro factor impacting the workplace in modern history. According to Ludvigson et al. (2020) in the last four decades, COVID-19 has had a larger macroeconomic impact than any other catastrophic event. Since the beginning of the pandemic, it has centered the majority of external factors impacting L&D departments.
Ultimately, COVID-19 has had the biggest influence on the economy of the country, with it plunging into the deepest recession since records began (Partington, 2020). As Stewart and Cureton (2014, p.38) explain, organisational priorities are focused on survival during a recession and therefore training investments are more than likely to be decreased. However, as Kshirsaga et al. (2020) stated ‘businesses cannot afford to put capability building on hold’, and that encouraging the continuation of development through these times will strengthen the organisation's ability to ‘future-proof’ itself (Stewart and Cureton, 2014, p.38). I must agree with this, as it has become clear to HEL that despite the tightening of budgets, work has still been maintained and many mandatory training certificates have still run out. It is not as simple as just pushing L&D aside to save back on cost when it is inevitable that the cost will be more without due training, especially considering the cost that poor management already costs the UK. It is undoubtedly important that the need for management development must be reviewed regularly, especially when external circumstances change so drastically.
On the other hand, however, COVID-19 may also have impacted L&D for the better in terms of its acceleration of development in the technological environment. Social distancing and stay-at-home measures have forced many people across the world to improve their technology skills and virtualize the workplace, and this even extends to training courses. With technology already rapidly developing pre-COVID, this can only benefit organisations, especially those who would not have otherwise found a need to keep up with the latest technology. As Kshirsaga et al. (2020) further explain, ‘the stronger learning capabilities that emerge could stand as a positive long-term outcome from this sobering period.’ 
However, one of the main effects COVID-19 has had on HEL, is on the social environment. With many people working remotely from home, the way managers now manage their employees has changed in dynamic. A Gartner (2021) poll discovered that 90% of HR leaders said that employees would still work remotely even after vaccines had been made widely available. The reality is, managers are going to have to acclimatise to managing a team that is no longer working alongside them under full supervision. The challenges HEL has faced are decreasing trust from managers of the number of work employees may be getting done, poor or no communication between the two, and very little performance management as face-to-face meetings are decreased. Even more so, as Carucci (2020) explained, those leaders who were already predisposed to being anxious, passive-aggressive and neurotic have only gotten worse under the pressures of the pandemic, which is what has been identified at HEL as an urgent learning need. It has become undeniable that some managers are not performing as they should in their positions due to decreased profits, higher turnover, etc.
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The CIPD (2020a) explains that the purpose of implementing an LNA is to plan for sufficient capability within the organisation to sustain current and future business performance. Furthermore, employee development was found by Bartlett and Kang (2004) to be positively related to their commitment to the organisation (Stewart and Cureton, 2014). To identify learning needs, it is important that the current and future capability needs are understood and that existing skills, attitudes, and knowledge of the organisation's employees are determined, according to the CIPD (2020a). However, the main issue facing organisations is that whilst substantial investment is put into L&D, the provision is based on the wants of the employees rather than ‘objectively defined learning needs’ (Stewart and Cureton, 2014). The most common technique used to identify learning needs according to Stewart and Cureton (2014) is by identifying the knowledge, skills, and attitudes of employees.
A needs analysis should be explored at different levels of the organisation, commonly, analysing the needs at the organisational, job, and individual levels as the Boydell (1983) model attributes (Stewart and Cureton, 2014, p.64). The organisational analysis explores where learning is needed throughout the organisation and pinpoints the skills, knowledge, and ability that will be needed in the future by employees according to Brown (2002). HEL management’s future skills, knowledge, and ability will need to be centred on managing remote employees, as well as ordinary people management skills, and therefore the training will need to be based on innovative ways to communicate effectively and support employees during pressurised times. Task analysis, on the other hand, is examining job descriptions and specifications to determine their expected skill and performance level which is extremely effective when gaps between performance and job requirements are scrutinised (Brown, 2002). In essence, where managers have ‘accomplishing departmental objectives by managing staff’ in their job description and they fall short of their objectives each month, then there is a clear learning need. Stewart and Cureton (2014) explain that all jobs have specifics requirements and demands, and it is quite evident that the poor staff turnover, increased staff complaints, and frequent sickness absences at HEL all point towards a gap between the requirements and the performance of a manager. Finally, Individual analysis is conducted by exploring data taken from performance reviews, etc. to find deficiencies in the performance (Brown, 2002). The CIPD (2020a) suggests that analysis of all three levels should be carried out in conjunction with one another. 
Ultimately, to be an effective manager, according to the CIPD (2020c) an employee would require; skills in managing and developing others and interpersonal skills such as communicating, emotional intelligence, influencing, and negotiating. It is apparent that, in departments where there are continuous complaints, failing projects, and high staff turnover, there is an undeniable gap between job requirements and management performance and therefore an unquestionable learning need.
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According to Rosenberg (2001), learning is the process of acquiring new skills and/or knowledge to enhance performance (Stewart and Cureton, 2014, p.81). The CIPD (2020c) explains that designing management development can differ completely from designing learning for an ordinary employee, due to the ‘vastly divergent nature and characteristics of a manager’. Furthermore, the CIPD (2020c) also explains that it should not be assumed that employees who have been promoted into those management roles will automatically understand how to effectively people manage, and more often than not they will require lots of support from HR and L&D. Undeniably, this is one of the problems HEL faces. Being highly technical employees more often than not management posts are inherited by highly qualified engineers, however, very little support is given to them to succeed in the people managing aspect of the role. 
Malcolm Knowles suggested that Adult learners learn completely differently from how children learn (Taylor and Hamdy, 2013). Unlike children learners, adults have individual characteristics which will affect learning outcomes differently. Ford and Weissbein (1997) explain that one of the most important characteristics impacting people’s motivation is their personality (Stewart and Cureton, 2014, p.87). Moreover, Trainees who are highly self-efficient are more likely to work harder and persist for longer during the learning activity according to Phan (2011), (Stewart and Cureton, 2014). In today’s society, many different personalities are working alongside each other which has not always been the case in the past as the CIPD (2021a) exhibits that over-50’s now make up 31% of the Uk’s workforce in comparison to just 21% in the early ’90s. Currently, there are four different generations working side by side and it is extremely important to understand these changing demographics and define what motivates each generation to design learning that is effective to each individual (Stewart and Cureton, 2014, p.88). 
For example, Millennials and Gen Z employees have grown up in the technological revolution and in turn are a lot more tech-savvy than the earlier generations (Stewart and Cureton, 2014). Furthermore, Grensing-Pophal (2019) conveyed that 76% of Gen – Z professionals and 91% of L&D leaders felt that the skills necessary in today's workforce are entirely different from necessary skills in the past given the technological advancement. So when designing learning for an age-diverse workforce, it is paramount that we are considerate in the technological abilities of all learners, especially during this emergence of e-learning as a result of the pandemic.
Furthermore, the context of learning, the tools available, and the social interaction with others during the learning are all equally important factors (Lave, 1988; Lave and Wenger, 1991; Merriam, 2004). Many agree that constructing learning around real-life experiences and the interaction of people is good practice in adult education (Resnick, 1987; Merriam, 2004). Moreover, Bandura (1971) suggests that “new patterns of behaviour can be acquired through direct experience or by observing the behaviour of others” and so reflecting this in the design of learning will maximise the outcome.
In the modern day, many new learning trends are emerging, especially given the COVID-19 circumstances. For example, people today are always looking for immediate knowledge and information that will aid them in their performance (Dam, 2012), with more than 70% of employees turning to search engines to learn what they need (Kahlon, 2018). We must therefore consider that learning, needs to be made accessible to people and one way to overcome this is to create ‘resources’ as Shackleton-Jones (2019) explains. However, resources will not be effective for everyone, as Shackleton-Jones (2019) further exhibits how important it is to understand your audience. Furthermore, the CIPD (2020) suggests that a mixture of both formal and informal training may be beneficial in management development, such as holding a formal course and then following up with planned coaching sessions, workshops, or seminars.
Increasingly, mobile and gaming technologies are becoming more useful in the development of resources to supplement learning as Facer et al. (2004) explored. What this combination offers is an ability to interact with the physical world as well as digital information, creating an almost virtual reality. This ideology veers in the opposite direction of Shackleton-Jones’s (2019) pessimistic concerns of the digital learning experience inadvertently replicating the older generations' experience of learning, whereby it is, in essence, merely ‘content dumping’. 
More recently, this has been referred to as ‘gamification’ which is applied to learning as a behaviourist element, whereby, people are rewarded for doing the ‘correct’ thing (Shackleton-Jones, 2019). Similarly to gaming technologies, gamification will use effects such as point systems and rewards to encourage achieving goals according to Bharamgoudar (2018). Kim (2017) explains that the goal of gamification ultimately is user engagement and problem-solving.
Finally, Salas and Cannon-Bowers (2001) suggest that four characteristics constitute a thorough training programme which includes; Information is conveyed to the learner, encouragement of the desired behaviour and attitude, opportunities to practice what is learned, and open opportunity for feedback to improve from the learning (Stewart and Cureton, 2014).
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A CIPD (2020c) report discovered that over a third of their respondents stated that they do not systematically evaluate L&D initiatives that take place in the company. The same is true for HEL, whilst the company invests in its employees’ development, very little evaluation takes place to monitor the benefits of that investment. However, evaluation of L&D is not as simple as an ‘end-of-training’ questionnaire, criteria measuring the success of a training course will differ from organisation to organisation and from department to department (CIPD, 2020d).
In many organisations, participants who have completed training are usually asked to complete a course evaluation questionnaire to explore how the learners enjoyed the intervention (Hamblin, 1974; Kirkpatrick, 1979; Stewart and Cureton, 2014). However, through this evaluation, we cannot determine how much knowledge is being transferred from the training and back to the workplace or whether the participant has acquired any knowledge at all from the training (Stewart and Cureton, 2014).
Kirkpatrick (1996) presented a four-level evaluation model for L&D. The first level being the end of training questionnaire or the ‘reaction’ level, which essentially measures how much the learner enjoyed the course as Hamblin (1974) suggests. Whilst this measures how happy the employee was in undertaking the training, it does not measure how the employee has transferred skills and knowledge of the training to the workplace (Abernathy, 1999). 
The second level measures the learning by understanding how much knowledge has been acquired, what skills have been improved and how attitudes have changed (Kirkpatrick, 1976; Brown and Seidner, 1998). Pine and Tingley (1993) on the other hand, described this level as merely understanding the contents of the training.
The third level measures how behaviour has changed as a result of the training, to measure this the evaluation must be carried out after completion of the training and is a lot more time-consuming and difficult than level 1 or 2 as Brauchle and Schmidt (2004) demonstrate.
The fourth and final level evaluates the results of the training and essentially measures the return on investment that the company has benefitted from (Parry, 1996). This may include increased productivity, larger profits, and lower employee turnover, especially where management development is involved (Stewart and Cureton, 2014).
The reality is, calculating the ROI is extremely difficult because, to achieve this, we have to calculate the results of training as quantitative data. As a formula, ROI is: 
‘Cost of HRD/operational effectiveness + increases in revenue = ROI’ (Smith, 2004; Phillips, 2002).
To complete this calculation, all costs, whether direct such as, accommodation, cost of the training programme, labour, etc., or indirect, such as administrative or accounting support, should be identified. Secondly, a ‘baseline’ should be established before undertaking the training to measure improvements against post-training. Finally, the outcomes should be demonstrated plainly and clearly, through things such as an increase in net profits (Smith, 2004).
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It is evident to see that COVID-19 has impacted L&D departments within organisations across the world. In HEL, it has highlighted the micromanagers within the organisation and underlined which projects are failing due to poor management through remote working and increased pressures. The pandemic has also seen L&D budgets being tightened because they are considered a low priority to most companies and certainly were for HEL, but as demonstrated, it could cost the company even more where client contracts are put on the line because of poor management. Essentially, the best plan that could have been put in place was to prioritise training where it was necessary, to ensure that HEL was ‘future-proofing’ itself post-pandemic.
To understand which managers do need management development training, a learning needs analysis should be undertaken as demonstrated. At HEL, most of the development training that takes place is based on employee requests rather than objectively defined needs, and so where there is sometimes a need for development, it gets lost as the company relies on the employee requesting it. Should analysis be carried out against organisational, job, and individual level then clear objectives in what needs to be achieved through training can be set and met in the future.
Following a detailed analysis, the design of learning should take place. Considering that HEL’s learning need is management development, this is more than likely going to need lots of time investment and support from HR and Directors to achieve the best outcomes for the company. Considering what has already been discussed, learning needs to be developed in a way that suits the diverse demographic within HEL. Whilst it is good to keep in mind emerging trends in learning and adapt to these new ways, it should also be considered that the older generation may not adapt to this so easily and so essentially a blend of emergent and slightly older trends of learning should be offered. In addition to this, a blend of formal and informal learning should be offered to maximise learning potential. Moreover, the adult learning theory and social learning theory should always be kept in mind throughout the design.
Finally, the evaluation of learning is paramount to understanding the benefits the training has provided the company. Even more so, being that the need is with management development, it is crucial that the company can calculate the return on investment that training has offered to failing projects. Going forward, it would be easier for HEL to identify why and how projects may be failing and compare the impact that management development training can have on saving that particular project.
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Following the above conclusions, recommendations will be made to guide HEL in overcoming the need for Management Development. The aim is to be able to design learning and evaluate the benefit it brought following the training to understand how to avoid failing projects in the future. A full action plan along with costing totals is included in Appendix 3.
Firstly, it would be recommended to take an initial employee satisfaction survey based on management before any training is undertaken. HR should also collect any data which may aid in creating a ‘baseline’ as mentioned before. This may include data such as staff retention rates, turnover rates, and profit losses on projects.
HEL should then organise formal training which would be ‘Essential skills for line management training’, which is provided by ACAS. The training includes modules such as ‘How to be an effective line manager’, ‘Communication, including listening skills and questioning techniques’, ‘How to motivate your team and delegate successfully’, ‘How to spot bullying and promote a culture of dignity at work’, ‘The basic principles of managing discipline and handling grievances’ and ‘Dealing with staff absences’. This training can provide managers with the basics needed to be effective managers to their teams. There is a maximum of 12 employees who can attend this course and therefore the participants would need to be identified via a learning needs analysis beforehand.
Following this, the HR department should hold an informal learning workshop as an extension to the ACAS training. This should be designed in the form of a peer-discussion group including all managers and not just those who were identified in the LNA. The idea of this is to expand development opportunities through social learning. Each individual should be expected to bring a scenario or problem question to the group in which they require help, these scenarios should then be communicated to the group and discussed or debated for 10 minutes each for participants to offer their knowledge and skills.
In addition to this, role play may be utilised for the final 10 minutes where a problem is conveyed and it is down to the managers to effectively deal with and share how they would handle that situation. The sessions would be recorded and minutes would be taken with the individuals consent and stored in an HR Management SharePoint to make ease of access for management should they need reminding of how to handle those difficult situations in the future and to adapt to different learning styles.
Following this, end-of-training questionnaires should be sent to all managers enabling the company to understand what the employees liked and did not like in regards to the training and what can be improved in the future. It will also enable the company to monitor engagement with the training to aid with the final return on investment calculations. 
Finally, data should be collected to break down the benefit the training has had to the projects across the company. To begin with, employee satisfaction surveys based on management should be sent to all employees, which can give us direct feedback on the changes that have occurred as a direct result of the training, this may then be compared to the original ‘baseline’ survey that was sent before the training took place. It would be expected that the second survey would convey more positive results than the first. Data should then be collected at most; 6 months following training to ensure enough time has passed to see results in project profits. This data would include staff turnover rates and its cost, sickness absences, productivity levels by specific projects, and margins between project losses and profits between the data collection before training and the collection after training. 
This data should be calculated in the return of investment calculation ‘cost of HRD / Operational effectiveness + increases in revenue = ROI’ to accurately assess the benefits reaped by organising the training.
To conclude, it would be expected that money lost due to poor management would start to decrease, and in the long run surpass that and roll into profits per project. 
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	Factors to consider:
	Effect on Organisation:
	Importance:

	Political
	Government Policy – furlough/JRS/WFH/






Ability to undertake training during furlough






	Allowed HEL to retain their budget this year, where there was a shortage of work they were able to furlough.


This could have worked to HEL’s advantage, however, with L&D budgets on the back burner, HEL did not utilise this.

	High – could affect HEL in the years to come.

	Economic
	Globalisation







Recession as a result of COVID










	The increased cost could then result in HEL losing contracts to larger global organisations – less budget for L&D.


HEL is yet to see damages as a result of the current recession as they deal mostly in essential organisations, however, this could also harm L&D budgets.
	High

	Social
	Lifestyle factors







Work-life balance













Job Satisfaction


	Aim to improve development to progress employees and therefore improve their lifestyle.


Already poor in terms of remote working – lots of people working extended hours and to include extra L&D on top would maybe overload employee’s working capacity.
Higher risk of burnout and lower job satisfaction.


A lot harder for managers to understand their employee's needs remotely, meaning a lot more effort needs to be put into man-management.
	Moderate – needs improvement.

	Technological
	Improved use of technology
	Having to adapt the delivery of learning to be online and remote.

Using software such as MST, Sharepoint, etc. to allow office staff to work from home and also learn remotely.

However, costs a lot of money to keep up with these technologies and to provide them to the correct staff.
	Low – benefitting HEL now and will continue to in the future.

	Legal
	Mandatory training / Health and safety
Regulations










Lots of learning undertaken by employees is essential to remain compliant.
	High risk in the electrical industry, important to keep up to date with ISO standards.
Highly important to keep up to date with new mandatory COVID requirements.



Safety training has been postponed due to the pandemic forcing the organisation to catch up.
	moderate

	Environmental 
	Sustainable
resources
CSR (Corporate
social responsibility)



Remote Learning
	HEL makes an effort to use other companies who are socially responsible.



Lower carbon footprint in terms of paper, transportation, etc.
	Moderate
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	Management Development 

	Action
	Who
	When
	Cost

	1. Initial employee satisfaction survey
	All employees.
	Week commencing 17th May 2021.
	Created via Microsoft which is already paid for.
1-hour labour for HR to create - £9.61

	2. Data collection to create ‘baseline’.
	HR.
	Week commencing 31st May.
	Week labour cost for HR
£384.40

	2. Essential skills for line managers – training.
	All senior managers to attend.
Project managers identified by HR as necessary up to a max. of 12 people.

Provided by ACAS.
	Two 3-hour days on the 10th & 11th June 2021.
	-£860 + VAT for the course.
= £1032

-6 hours labour cost for each manager attending.
(Avg. £129.78pp x 12 = £1557.36)

Total = £2,589.36.

	2. An in-person peer discussion group 
	All Managers including Senior, line, and general managers.

Split into 3 separate groups.

Conducted by HR.
	1 hour on the:

17th June
24th June
1st July
	-1-hour labour cost for up to 19 managers.
-3 hours labour cost for HR to conduct.
-plus around 3 hours labour for preparation by HR.

(Avg. £21.63p/h x 19 = £410.97
£9.61 x 6 = £57.66)

Total = £468.63

	3. Course evaluation questionnaire.
	All that attended the ACAS training.
	To be distributed w/c 5th July 2021.
	Created via Microsoft forms which is already paid for.
1-hour labour for HR to create - £9.61

	4. Employee Management Satisfaction Survey.
	Employees directly under the manager who attended both the training and discussion group.
	To be distributed on the 2nd August 2021.
	As above.

	5. Evaluation of specific project profits and losses.
	HR, Financial coordinator, and Managing director.
	1st December 2021.
	1-day labour for all 3.
(avg. £53,333.33/262 = £203.56

	
Total cost = £3,665.17
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