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LEARNING AND DEVELOPMENT STRATEGIC PLAN 

1. INTRODUCTION

The Learning and Development strategic plan is a plan of intent for all staff working in NHS Grampian.  It is creating a picture of where the organisation wants to be in the future with Learning and Development to support the building of staff capability, capacity and commitment. Aspiring to be a learning organisation, NHS Grampian needs to better promote and support learning for all staff as part of a continuous development process, encourage self development at all levels and better plan for investment in people. This strategic plan also aims to consolidate what we have, build on good practice and anticipate changes to ways of working, thinking and behaviour. The overall aim of the strategic plan is to support individual; team and organisational learning so assisting NHS Grampian meet its objectives to support patient care and health improvement. The vision is for learning to be an integral part of our core business.

Education, learning and development are essential components of all aspects of care activity and are central to ensuring the safe and effective delivery of care, health improvement and planning for future service provision. Learning Together – A strategy for Education, Training and Lifelong Learning for all staff in NHS Scotland states that “Quality is at the heart of the modernisation programme”. This strategy aims to support the delivery of safe, quality patient care through the continuous improvement of the organisation and the people working within it. The Knowledge and Skills Framework, developed as part of the pay modernisation agenda, will support this aim. Development opportunities should therefore be available to all staff based on role, individual needs, (including all forms of re-accreditation, registration etc) and the results of performance review and development discussions.

The plan links to all relevant national and local strategies and plans including Grampian Health Plan, workforce development, Leadership, planning, performance management and Quality Improvement Scotland standards. (Appendix 1.)
Key Principles

· Learning and Development should be promoted in an organisational/strategic planning and whole system context.

· Learning and development should contribute to the development of the whole organisation and the whole workforce, including new ways of providing services and new ways of working. (Reference: Strategic Change and Innovation Plan.)

· Learning will be aligned to corporate, clinical and staff governance standards.

· Learning will play a significant part in pay modernisation and other levers for change.

· Learning and development should be integral to the planning process at an individual, team and service level. (Appendix 2)

· Learning and Development activities should be developed in conjunction with partners where relevant. (e.g. Joint Future)

· Staff should be equipped with the skills, knowledge and behaviours to deliver the services patients and the public expects.

· Learning and Development is the responsibility of the individual, line manager and the organisation.

· The line manager plays a key role in supporting the development of staff through implementation of the performance appraisal and personal development planning process.

· Learning and development opportunities should be flexible to meet corporate, local and individual requirements.

· Learning and Development activities should be delivered as close to the workplace as possible.

· A comprehensive approach to meet specific training requirements to include different levels and modes of delivery (e.g. modular undergraduate/post graduate courses, moving and handling training, diversity training etc.)

· Strategic and operational links with local education providers is essential.

· Learning should be shared in teams, services and across the organisation where appropriate.

· There should be equity of access to learning opportunities for all, relating to need.

Strategic Map

A strategic mapping tool has been developed to assist managers to map learning and development initiatives and activities against the key principles of the strategy. This map can assist with prioritisation of investment and also to progress strategic plans to meet individual, team and organisational needs. (Appendix 3)

2.  KEY RESPONSIBILITIES

2.1 Individual

It is the responsibility of each staff member in partnership with the line manager to:

· Identify their learning and development needs.

· Participate fully and positively in any learning and development activity agreed.

· Share their learning outcomes where appropriate.

· Take time to learn from experience.

· Keep a record of their learning. E.g. portfolio.

· Monitor the time and effort put into learning and development with a view to getting the right work/life balance.

2.2 Line Manager

It is the responsibility of the line manager to

· Work in partnership with each staff member to identify his or her learning and development needs, ensuring they understand the process and how to access development needs.

· Consider, and attempt to meet the learning and development needs within the context of strategy, learning plans linked to service plans, policy guidelines and available resources.

· Discuss with each staff member prior to undertaking any learning and development, the objectives of the learning activity, how it is expected to change their knowledge, skills and behaviour, and how these anticipated changes can improve their work.

· Discuss with the staff member after the learning and development activity, what new skills and knowledge they have acquired and how this has benefited their career and the service.

· Support the sharing of learning.

· Encourage staff to learn from experience through reflective practice.

· Identify any statutory/mandatory learning and development requirements.

· Maximise on individual and team capability to support redesign of services and transfer of learning.

2.3 Organisational

It is the responsibility of the organisation to

· Link all learning and development activities to strategies, plans and resources.

· Support and develop managers to demonstrate the appropriate skills to support individuals, teams and the service.

· Maintain records of statutory and mandatory training and development provided.

· Identify resources and time for learning and development.

· Interface with education providers and consider regional as well as local dimensions.

· Optimise the benefits of the resources and learning available.

3. NATIONAL STRATEGIES/POLICIES AND PLANS

3.1 National Vision


The government vision is for a “Smart, successful Scotland” where every Scot is ready for tomorrow’s jobs. The vision is that Learning is better connected to the needs of employers so there is sustained national growth. The government also has a vision of developing Strategic Partnerships across traditional boundaries and having a lifelong learning culture.

3.2   National Strategies

Much of this is reflected in the national strategies for the NHS in Scotland e.g. Learning Together Strategy, HR Strategy, Nursing and Midwifery strategy, Partnership for Care, Patient Focus/Public Involvement, and Agenda for Change. Etc.

4. GRAMPIAN PERSPECTIVE

NHS Grampian is committed to the delivery of high quality patient care and health improvement. The organisation has therefore commenced a process of modernisation to change the way staff work to meet the demands of redesigned services both within NHS Grampian and with partners e.g. Education Providers, Local Authority. The three strands of Pay Modernisation are a major change lever for this and in particular, The Knowledge and Skills framework will assist in the design of posts and redesign of ways of working. This is all being developed against a difficult financial background. To support this redesign of services, and to maintain its credibility as a Teaching Health Board area, Grampian needs to support the development of and/or recruit suitably experienced staff but the future indicates a decrease in the population in Grampian over the next ten years and an increased ageing population. Recruitment and retention is already a problem in specific staffing groups. This background has huge implications for learning and development at an individual, team and organisationl level. The following list of activities will support NHS Grampian to address these wider strategic issues: -

4.1  WORKFORCE DEVELOPMENT

4.1.1 Workforce Development Links 

The Learning and Development Strategy is a crucial link with the Workforce Development Framework, NHS Grampian Workforce Development Plan and service/local workforce development plans. The key workforce areas that this strategy actively supports are-:

· Right people at right place with right skills at right time.

· Learning integrated into the planning process.

· Strategic partnership arrangements with pre and post registration education partners.

· Career development and planning

· Succession planning.

· Lifelong Learning.

4.1.2 Service Planning and Performance Review.
It is crucial that the learning and development opportunities and activities meet the workforce development requirements and create and sustain a continuous learning environment.  It is therefore vital to have learning plans developed and implemented at all levels, and individual performance appraisal and development as an integral part of the planning and performance review process. Managers and Leaders in the organisation need better supported to identify individual and group training and development needs so they can develop learning plans, at the appropriate time, to meet operational and strategic objectives.  The organisation should monitor and review progress on learning plans through the performance review process. (Appendix 2)

4.2   STANDARDS AND ACCREDITATION

4.2.1 Clinical and Staff Governance Standards

Clinical and staff governance standards have a strong learning and development component. They assist us to focus on key issues such as statutory and mandatory training requirements, monitoring and review of learning, research and evaluation.

4.2.2 National Accredited Standards 

National Accredited Standards assist in the continuous development of the organisation and demonstrate to staff and patients a level of attainment. Quality Improvement Scotland, Investors in People, Practice Accreditation and Chartermark all support the development of a continuous learning environment. The strategic intent is to work towards all of NHS Grampian achieving the Investors in People award within 5 years.

4.2.3 Statutory/Mandatory Training Requirements.

NHS Grampian has a legal obligation to provide certain training for staff (e.g. fire training, health and safety training, moving and handling training, food hygiene training) and a mandatory requirement to provide training for certain staff groups (e.g. resuscitation training, induction, control and restraint training) Managers need better supported in identifying these training needs and the organisation needs to ensure it resources such requirements.

4.3   LEADERSHIP/MANAGEMENT DEVELOPMENT

Preparing and continually developing our leaders and managers is crucial to the success of the organisation. NHS Grampian has leadership and management development programmes in place, based around leadership and people management competencies, to support the implementation of the NHS Grampian Leadership Strategy. These require to be streamlined and regularly reviewed and revised to meet organisational and individual requirements

4.4   PARTNERSHIP WORKING

It is crucial to the successful future of NHS Grampian and good quality patient care and health improvement, that the organisation works successfully with partners across traditional boundaries. e.g. Educational Providers, Local Authority, Voluntary Sector, other NHS providers etc.

4.5   NEW WAYS OF LEARNING

We need to change the way we support and deliver training and learning and development activities to achieve maximum benefit for the individuals and the organisation. This will include developing a more modular approach, delivering training closer to the workplace and at more accessible times, supporting initiatives such as Protected Learning Time etc.

Blended learning also represents a real opportunity to integrate the innovative and technological advances of on-line learning with interaction and participation of traditional learning, supported by coaching. (Reference -Grampian E-Health Training strategy).  The e-library services add support to this approach for clinical and managerial education and learning. Blended Learning requires an IT infrastructure (currently being developed), re-training of Trainers and access for all staff to IT. Local Learning Centres will provide local opportunities for staff to access on-line learning and support. Learning Centres require to be developed across NHS Grampian to allow staff to easily access on-line learning and support.

4.6  CONTINUOUS PROFESSIONAL DEVELOPMENT(CPD)/LIFELONG LEARNING

4.6.1 CPD  

Crucial to the sustainability of many staff groups ability to practice is CPD. CPD is also vital to the continued growth of staff and therefore the organisation and is a key element of Clinical Governance. CPD should be part of the individual and team development discussions. Professional groups will also be encouraged and supported to develop CPD plans, which link into this strategy, the Workforce Development Framework and the requirement for on-going accreditation by each of their professional bodies.

4.6.2 Lifelong Learning 

Lifelong learning is part of the Government’s strategy as mentioned in Section 3. The vision is that continuous learning is embedded in the culture of society and organisations. It is about improving access to learning and development opportunities for all staff and encouraging people to take greater responsibility for their own learning on an on-going basis. NHS Grampian supports this vision and will work with staff-side organisations, professional bodies, universities and colleges etc to achieve this. There are currently some national initiatives designed to support lifelong learning e.g. personal learning credits, Return to Learn.

4.7   SCOTTISH VOCATIONAL QUALIFICATIONS (SVQ) PLAN

SVQS are national qualifications (part of the Scottish Credit and Qualification Framework), which demonstrate and recognise individual competence. Supporting individuals to work within an SVQ framework allows them to work at their own pace towards a national, transferable qualification. SVQS are building in momentum in NHS Grampian as an infrastructure to demonstrate levels of skills and competencies.  SVQS are an important component of the pay modernisation agenda and workforce redesign. Cross-boundary working on SVQs with Local Authority will assist with the Joint Future Agenda and the workforce development issues. NHS Grampian currently delivers a variety of awards and the overall plan is to develop career pathways for staff, to offer more opportunities for staff to gain SVQS and to develop access to other awards as required. 

4.8   KNOWLEDGE MANAGEMENT/SHARING BEST PRACTICE

We need to develop a “knowledge-based” culture to support the learning culture. This requires the development of systems to support good practice and to share knowledge and learning across the organisation. There is a wide range of best practice occurring throughout the organisation but little is shared therefore the organisation can duplicate effort and not learn from experience. Initiatives such as “The Nursing and Midwifery Sharing Experience and Learning initiative” should be supported to increase our organisational knowledge base and learning. There are also opportunities to work with partners e.g. NHS Education for Scotland (NES) to develop knowledge systems and processes. 

4.9   RESOURCES

4.9.1 Budgets
NHS Grampian needs to review its resource for learning and development. Budgets currently are allocated on a historical basis rather than on need. There are also alternative sources for funding e.g. endowments, ring-fenced national monies. This needs to be considered as part of any future modeling of finance. Budgets should be redefined and reallocated to support the workforce development agenda and to support the identified group and individual needs as detailed in local learning plans. There needs to be a more equitable system linked to risk, service plans and strategy.

4.9.2 People 
All staff who have a learning and development, teaching and coaching role should have their roles redefined to ensure they are supporting the implementation of this strategy.

4.9.3 Learning Centres/Development Zones

There will be a need to work with local managers to determine appropriate in-house accommodation for local learning centres/development zones. These local facilities should be marketed as areas where staff can access facilities for learning and development. There should also be partnership working with universities, colleges and our local authority colleagues to develop joint resources where possible. This will need to be supported with some pump – priming resource for the purchase of IT hardware, software and cabling.

4.9.4 Learning and Development Facilities

There is an increasing lack of adequate facilities to deliver education, learning and development. This will need continually monitored and managers locally will need to work with Learning and Development staff to locate facilities close to the workplace, suitable for purpose.
4.9.5 Our Staff 

All Staff within the organisation are a powerful resource and everyone should be encouraged and supported to share learning across the system. 
4.10   POLICY DEVELOPMENT

To support the implementation of this strategy, policies require to be harmonised and/or developed in partnership. E.g. Time off for study leave, financial support for training and development, Career Pathways framework etc. 

4.11 IMPLEMENTATION, EVALUATION AND REVIEW

An Implementation Plan template has been developed. A plan for 2004/5 is attached to ensure this strategy is turned into reality. (Appendix 4). An Implementation Plan will be developed year on year to ensure the strategy is implemented in full.

Anne Inglis

Head of Learning and Development

24/3/04

DEVELOPMENT OF THIS STRATEGY

This strategic plan was developed through a small reference group consisting of the following individuals: -

Anne Inglis

Gordon Morrice

Angus Gordon

Mike Ogg

Eunice Chisholm

Jane Ormerod

Kathleen Simcock

Susan Massie

Calum Campbell

Dr. Elisabeth Robertson

A consultation process took place from November 2003 to beginning of February 2004 with key stakeholders and other interested parties. 
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LEARNING INTEGRATED INTO THE PLANNING PROCESS
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Appendix 3

LEARNING & DEVELOPMENT STRATEGIC MAP

This tool is designed for use with individual or staff groups.   It is a checklist to assist in analysing learning and development activities/initiatives against the key principles outlined in the NHS Grampian Learning and Development Strategy.  This tool should be used in conjunction with the Service and Learning Plans

STAFF GROUP:




PROPOSED LEARNING & DEVELOPMENT ACTIVITY:


Key Principles
Current Analysis Against Principles

· Staff should be equipped with skills, knowledge and attitudes to deliver the services patients and the public expects


· Learning and Development is the responsibility of the individual and the organisation




· The line manager plays a key role in supporting the development of staff through implementation of the performance appraisal and personal and personal development planning process.


· Learning and Development should be integral to the planning process at an individual, team and service level


· Learning and Development opportunities should be flexible to meet local and individual requirements




· Learning and Development activities should be delivered as close to the workplace as possible




Key Principles
Current Analysis Against Principles

· A modular, graded approach to specific training requirements should be developed to meet different levels of need.




· Learning should be shared in teams, services and across the organisation where appropriate.




· Learning and Development should contribute to the development of the whole organisation and the workforce, including new ways of providing services and new ways of working.


· Learning will be aligned to corporate, clinical and staff governance standards.


· Learning and Development should be promoted in an organisational/strategic planning and whole system context.




· Learning will play a significant part in pay modernisation, and other levers for change.


· Learning & Development activities should be developed in conjunction with partners where relevant.




· Strategic and operational links with local education providers.


· There should be equity of access for all, relating to need.




OUTCOME:

MODIFICATIONS:

ACTION PLAN:

Appendix 4

LEARNING & DEVELOPMENT STRATEGY – IMPLEMENTATION PLAN

YEAR:     2004/05


Objectives
Expected Outcome
Lead Person
Expected Date
Evidence of Performance
Actual Date

1. Communicate the principles of the strategy to all staff through a variety of communication methods.

2. Develop strategic partnerships with Local Authorities, other public services, Universities colleges and other key partners.

3. Ensure integration of this strategy with the workforce development framework as it evolves.

4. Work with planning staff and managers to support a process for the development and implementation of learning plans through the planning process.

5. Provide training and support to managers to identify training needs and develop plans.

6. Maintain and further develop the Investors in People standard for NHS Grampian.

7. Review all leadership and management programmes in line with the Leadership and Learning and development strategy.

8. Support the implementation of the leadership strategy.

9. An SVQ plan  is developed and supported

10. Work with local managers and Physical assets team to identify facilities for local learning centres.

11. Review budgets position and develop a new, more equitable approach.

12. Work in partnership to agree a priority for policy development and harmonisation.

13. Review  and redefine all roles of staff who have a learning, development, teaching and coaching role to ensure they support the implementation of this strategy
Staff members have awareness that there is a strategy to support their learning.

Clear strategic direction around agreed common areas.

Coherent single system approach developed.

An agreed process, integral to the planning process for the yearly development of learning plans.

Managers have skills to identify group and individual training and development needs and develop plans to support these.

A plan is agreed with staged implementation.

All courses reviewed and actions agreed for implementation.

All learning and development plans and activities support this strategy.

An integrated approach is developed for SVQ development and support.

At least three learning centres established across Grampian.

A revised, more equitable process for allocation of training budgets is proposed.

A plan for policy harmonisation is agreed and implemented.

Connect with the People Management project work.
All Managers

Directors and senior managers

Heads of Learning & Development and Workforce Development

Heads of Learning and Development and Workforce Development

Human Resources Managers and Learning and Development Managers

Head of Learning and Development with Line Managers

Head of Learning and Development in conjunction with relevant managers

All Learning & Development staff.

Head of Learning & Development/ relevant managers

Head of Learning and Development.

Finance, Head of Learning and Development and senior managers

Head of Learning and Development/ Finance Director

Head of Learning and Development/ Line Managers /Staff-side.

Head of Learning and Development and relevant Line Managers
June 2004

On-going

June 2004

August 2004

March 2005

October 2004

Nov 2004

August 2004

August 2004

October 2004

Dec 2004

October 2004

March 2005
Staff have awareness that there is a strategy and feel some impact.

Relationships established and strategic framework developed.

Strategies work together.

Local service areas have learning plans as part of planning and performance review.

Training and coaching have occurred.  Local Learning Plans being developed.

Plan developed and supported.

Agreed way forward for Grampian Leadership and management development.

Leadership strategy principles inherent in plans. Agreed actions taken forward.

Plan developed and approved.

Three learning centres in Aberdeenshire developed and operational.

Proposal developed for approval.

Plans agreed and at least two polices developed.

Roles “fit” with strategy vision and expected outcomes.




The Future for Learning and Development





Delivering Staff “Fit for Purpose”





National Strategies, Policies and Guidelines





Workforce Development


(including Pay Modernisation)





Standards and Accreditation (staff, clinical and organisational)





Leadership and Management Development








Service Planning and Performance Review








Cross-Boundary Working





Blended Learning





CPD and Lifelong Learning





Knowledge Management/Sharing Best Practice





STRATEGIC CONNECTIONS





Individual Personal Development Plans
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Service Learning Plans


(linked to workforce plans)





Team Objectives and Development Plans





Professional Learning Plans. (linked to workforce plans)





National, NHS Grampian and local Service Strategies and Plans





NHS Grampian Learning and Development Strategic Plan





Patient Focus/Public Involvement





Risk Management





Risk Assessment
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