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NPIA would welcome further contributions to supporting Police learning and development.  Ideas for improvement can be mailed to:

jean.garrod@npia.pnn.police.uk
Accessibility Statement

NPIA is committed to providing fair access to learning and development for all its learners and its staff.  To support this commitment, this document can be provided in alternative formats such as audio, clear print, large print or Braille.
Enquiries
01423 876642
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Introduction

This guide is intended for: 

Anyone undertaking, managing or sponsoring learning needs analysis (LNA).
Associated documents:
a) Models for Learning Glossary MfL glossary v 1.doc
b) Performance Needs Analysis 
Why undertake a Learning Needs Analysis (LNA)?

To secure best value, any learning must demonstrate that it addresses a performance need.  Following on from the Performance Needs Analysis (PNA), a decision is made by the Sponsor on whether learning could contribute to closing the performance gap identified.  If so, then the Sponsor MfL Sponsors guide v 1.doc commissions research to confirm (or not) that learning is an appropriate response.  If it is, the report specifies what learning is required, for what groups and how this learning will support closure of the performance gap identified in the PNA.  

The output from this research is:

· Options Appraisal MfL Options Appraisal Template.doc – summarising the results of the research, 

· LNA Report and, if a learning intervention is appropriate, 

· Learning Specification MfL LNA Learning specification.doc.

The first step is for the Sponsor to commission a LNA, probably following some work on a PNA.  The commissioning template MfL LNA Commission.doc will help clarify exactly what is needed.

Summary of the LNA process

Stage 1 – LNA research

Activity: Project Manager assesses all available and relevant information, particularly the PNA report, and should include preliminary discussions with the Sponsor and any other interested parties.
Output: Learning Needs Analysis with learning outcomes fully described, and summarised in an Options Appraisal. 

The time taken will vary according to the thoroughness of the PNA and the size of the target group for learning.

	Stage and purpose

	Actions needed



	1  Identify required performance
	Use the PNA to start:

· What is the required performance standard? (How will it be measured? Who will measure it?  How often?  What is the risk if this performance standard is not reached?)
· For which roles? (Role Profiles, NOS.  Who else needs to know e.g. supervisors, control room?)
· When does this standard need to be demonstrated? (e.g. prior to appointment or during role: How difficult and important is it to reach this standard and how frequently does it need to be demonstrated?)
· Who/what is the driver? (e.g. HMIC/IPCC, PPAF, baseline assessment, legislation/practice changes, victim support feedback…) 


	2  Identify current performance
	Use the PNA to start:

· What is the current performance? (Who measures it?  How?  How often?  What action is taken when performance falls short?)



	3  Identify performance gap
	· What are the gaps between current and required performance? (What needs to change?)

· What is the impact? (Why does it need to change?  What risks if it doesn’t?)

· How many people are involved?

· What other factors contribute to the issue? (outdated knowledge, memory, lack of skill, supervision…)

· What (or who) are the likely barriers to changing performance? 



	4  Identify solutions
	· What needs to change for individuals to perform at the required standard? (KUSAB, role profiles and NOS)

· What needs to change for the team to perform at the required standard? (KUSAB, role profiles and NOS)

· What needs to change in the force/BCU to enable performance at the required standard? (Briefings, supervision, PDRs, checklists, posters, etc)

· What steps will be taken to reduce the barriers to change?



	5  Prepare LNA report
	Format as agreed with Sponsor: clear and brief

· Who needs development?

· What KUSAB is needed?

· When development should occur

· Delivery options: address best value issues

· Include prioritisation criteria

· Supporting management solutions

· Options Appraisal to summarise report




Stage 2 - Develop Learning Specification

The LNA identifies what should be learnt, making clear links between the Integrated Competency Framework role profiles and National Occupational Standards.  The end result of the LNA is the development of a Learning Specification.  This describes the workplace performance required after the learning, and may help to structure the Personal Development Review for staff.  

The Learning Specification plays a key role in assessing learner achievement during the programme, assessing transfer of learning to the workplace and evaluating the effectiveness of the learning contribution to performance improvement. 

Stage 1 - LNA research  

Activity: Project Manager assesses all available and relevant information, particularly the PNA report, and should include preliminary discussions with the Sponsor and any other interested parties.

Output: Learning Needs Analysis with learning outcomes fully described. 
Stage 1a - Identify the required performance

· Links must be made to organisational and national standards such as National and Local Policing Plans, Force Strategic Assessment, competency role profiles and national occupational standards.  The requirements for effective performance must be clearly identified for individuals, teams and in terms of organisational performance indicators.

Stage 1b - Specify which groups of staff need development opportunities to be made available 

· The PNA may identify several groups of staff whose performance is affected by business change, for example, line managers as well as practitioners.  Clarity is needed as to the target group for each development package and an LNA undertaken for each package.

Stage 1c - Clarify what learning outcomes are required for each of these groups to deliver the required performance

· State how the proposed learning interventions will relate to other activity intended to improve performance.  For example, the PNA may recommend a new policy or procedures, specialist equipment or changes to the IT system.

Stage 1d - Identify the existing abilities of learners

· Adult learners will all have had different experiences and learning opportunities.  They will come to any learning event with a range of prior learning that must be taken into account during the design.  The final design should allow the learner at the upper end of the ability range to feel that they are being challenged and learning something new, whilst someone at the lower end of the identified range will still feel able to cope with the level of difficulty and/or the pace. 

· Would the accreditation of prior experience and learning (APEL) be possible to enable the programme to be tailored to learners’ differing needs?  Are the resources for this available?  (These resources will include time, contact with learners and qualified staff to judge the extent of prior experience and learning that is relevant.)

Stage 1e - Identify any learning needs that are known or could be reasonably anticipated

· The final design will need to accommodate any learning needs that are known or could be reasonably anticipated.  For example, where it is reasonable to assume that some learners work flexibly or have caring responsibilities, a long residential course should be avoided or strategies developed to ensure that such learners are not disadvantaged.  There is a legal duty to make reasonable adjustments to ensure that any learner with a disability is not disadvantaged (e.g. consider any access issues through mobility, language, visual or hearing impairment). 

Stage 1f - Establish what resources are available for delivery and what constraints must be accommodated

· Each learning method has advantages and disadvantages and the designer must select a mix of methods that best meets the needs of learners and of the Force.  When considering different methods it is important to know what constraints the design must accommodate such as limitations on time away from the workplace for learners, skill level and availability of trainers, IT capability and access.  

· Design proposals must be realistic in terms of costs and methods such as workplace learning or blended learning MfL glossary v 1.doc should be considered to replace or supplement a more traditional classroom based course.

Stage 1g - Establish whether specific recommendations regarding learning methods have been agreed and/or approved

· Individual force resources and approaches will shape delivery options.  Decisions relating to the most appropriate learning methods may be pre-empted by the Sponsor who specifies a particular learning method, for example tutor-led training.  If this requirement is not supported by the research, or if insufficient research has been completed to justify such a decision, then it will be necessary to open negotiations on this point.  Consider Best Value benchmarking with comparable forces and/or opportunities for local collaboration.

Stage 1h - Identify the assessment strategy

· Learners must be able to assess their individual progress towards achieving the learning objectives.  The designer should facilitate this by building in regular assessment opportunities such as a quiz, test, group discussion or feedback from peers or tutor.  An initial assessment at the start of the learning programme may be useful.  Individuals will be able to measure their progress, changes to the learning programme may be possible to cater for learners’ existing understanding and any subsequent evaluation will have a measure of ‘value-added’ from the learning programme.

· There is also an organisational need to formally establish whether learners have achieved the learning outcomes so that learning effectiveness can be measured.

· Where the Sponsor specifies that learners reach a minimum standard or performance, this would involve formal and recorded assessment against clear criteria.  It is for the Sponsor to decide whether the Force needs this level of reassurance that learning objectives have been met, and reference must be made to any national standards that are role specific. 

· Formal assessment must be valid, reliable and fair MfL glossary v 1.doc.  This prompts a number of additional considerations, such as how the objective standards are derived, such as external accreditation, national occupational standards or policy, and what to do with learners who fail to meet the minimum standard. 

Stage 1i - Identify the evaluation MfL glossary v 1.doc strategy

· It is for the Sponsor to specify the level of evaluation required, although national considerations may influence the decision.   Discussions are required with the Force Evaluation Section to ensure a sound strategy that is scheduled in with other work.

Stage 1j - Scan for other factors that may have a bearing on the design process
· In a fast moving world there may have been additional organisational change that has been approved since the initial research was conducted and that will impact on the design process or final product.  Also, the initial research may have prompted further considerations that were not originally identified, such as a need to involve or consider third parties such as partner organisations and community groups.

· This activity links to quality assurance protocols and you may wish to consider involving a validation panel in this task.

Stage 1k - Assess what further research is needed

· Further research may be needed to enable specific learning objectives to be identified and to inform design proposals that can be put to the Sponsor.

Stage 1l – Write up the Learning Needs Analysis

· Using all the information above, write up the Learning Needs Analysis using the template.

Quality Assurance Milestone

At this point, information gathered should be reviewed to help refine the project plan for the Sponsor.  The next phase of the project may then be discussed and any further actions agreed.

Stage 2 – Develop Learning Specification
Activity:  Use the Learning Needs Analysis (LNA) to develop learning specification, carrying out further research if any gaps emerge.

Output:  Agreed Learning Specification: possibly a Marketing and Communications Plan.
Stage 2a - Verify the resources (including staff) identified to deliver the recommended solution 

· For example, trainer/facilitators if classroom learning, skilled practitioners if coaching or other workplace learning, access to technology if e-learning, protected time.

· Assess resource requirements against the proposed learning methodology.  If they are not able to deliver the intended solution, either through a lack of technology, staff skills, time or motivation, then the proposed solution is inappropriate and should be reconsidered. 

Stage 2b – Write up the Learning Specification
· Check the Template to ensure all the necessary sections can be completed.   If not, more research is needed.

· Ensure that the Learning Specification are ‘critically reviewed’ before going to the Sponsor – this is a crucial stage in the process.

· Secure Sponsor agreement to the learning specification.
Stage 2c - Consider a marketing and communications strategy

· Discuss with the Sponsor what marketing and communications activity is needed and whose responsibility it will be.  This may be minimal for a local project but could present a considerable undertaking for large Force-wide projects.

· Prior notification of an impending development requirement allows business units and individuals to plan time into busy schedules to undertake the activities planned.

· The links between the learning programme and other complementary activities such as changes in procedures, or Personal Development Reviews will be part of this strategy to ensure a smooth change in organisational practice.

· The PNA/LNA research and consultation during the design phase may give rise to speculation about what is planned.  Open, accurate, authoritative and timely communication stops unnecessary speculation and reinforces developmental control and strategic direction.
The LNA report template suggests categorising identified learning gaps into:

· Organisational development (strategic level learning)

· BCU/team development (operational/tactical level learning)

· Individual development (practitioner level learning).

Stage 3 – Writing the final report

The final report should be written in the format agreed with the Sponsor, using the LNA report template. 

The report must demonstrate that the research was rigorous enough to have produced valid and reliable information and that any recommendations made are based on that evidence.

The LNA report should identify:

· who requires development
· what must be developed
· when this development should occur

· how the learning intervention(s) are best delivered, including the element of where the learning could best take place.

The analysis should clearly identify both the decision-making process and how learning and development would address any performance gap.  An evaluation strategy is recommended to measure the learning and development contribution to closing the performance gap.
The LNA Report is summarised in an Options Appraisal for the Sponsor and any decision-making body.

· Explore the options available to change performance: 2 or 3 options would normally be selected 

· Provide a brief cost benefit analysis of each option, including the main risks of each

· Identify the timescale for the changes, any phasing of changes and when performance improvements may be expected  

· Take account of all the aspects of change required for it to become embedded, including whether any further staff or organisational development is required

· Recommend solutions that represent the most efficient and effective means for achieving the required change in performance.

A LNA report provide details that assist in prioritising learning, demonstrate proposals that are best value and offer Sponsors a choice of solutions through the Options Appraisal MfL Options Appraisal Template.doc.  

Quality Assurance Milestone

When the first draft of the report is written, if the LNA is for a force wide Training Board or Training Management Board (or equivalent) then it  may be reviewed with the Sponsor’s liaison officer and any final amendments discussed before it is passed on to the Sponsor.

If there has been no external moderation consideration should be given to reviewing the report with a critical friend MfL glossary v 1.doc, to challenge the writer on the contents and thoroughness of the report. 
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