Learning, Understanding, Narrowing the Gap
A Guide About Integrating Learning Into Your Planning Process
Who Should Use This?
Anyone who is involved with managing projects or writing partnership plans or when developing Improvement Plans for achieving significant change in a regeneration environment; Board Members of Partnerships/LAAs; and anyone else who has ever wondered what a ‘Learning Plan’ is, and why a Plan should have one….
Why?

Including learning into your forward plans is a key ingredient to success. Knowledge is a very powerful tool.  With the correct tools for the job, the results will be better, and much easier to achieve!

Following this framework won’t mean extra work, it will save you & your Partnership time, and make planning to create real improvements for priority neighbourhoods (narrowing the gap) a lot simpler. 

Foreword
Many readers will have already heard of a Learning Plan. Potentially they are useful documents as they collate all the learning needs of an organisation’s staff in one place. Historically Neighbourhood Renewal Partnerships were asked to produce learning plans, and were given the freedom to produce something that they felt would work for them. However, interpretation of ‘Learning Plan’ has led to confusion, and documents being produced and then being left on the shelf (or not produced at all).

First, be assured that this framework does not require the production of a separate Learning Plan. 
What this framework helps you to do is to integrate learning right into the plan you already have, and then helps you to continue that practice in future plans – it’s about Planning to Include Learning.
What is Learning?
A simple question, but everyone has a different interpretation. Therefore, it will be helpful if ‘learning’ is defined right at the start:

For the purposes of this framework – ‘learning’ means the knowledge that the partnership/individuals will need to achieve a task or to change skills and behaviours necessary to achieve improvement in an area. This knowledge can be gained from looking at what has or hasn’t worked before, from partners in the partnership, from formal training, from experiences etc.

Thinking of ways to gain the correct knowledge is itself covered in the framework. But the basic question to ask is “What is the most convenient way for our partnership to gain this learning?”

The Framework

You are probably relieved to see no flow-charts, diagrams, multiple-box stages – this isn’t what this framework is all about. This is a framework that with a few simple questions and a bit of background gives you a new way of looking at Learning.

The framework comes in two parts, and here they are:

Learning Part 1 – Learning From What We Have Done Already

Some Neighbourhood Renewal partners reading this will already be familiar with a Performance Management Cycle that includes a ‘Review & Learn’ stage. Evaluation is a vital part of any project, and the post-project evaluation is arguably the most vital, because its where the most knowledge can be gained.  There are many ways to undertake evaluation, and they all have different strengths, there is no need to change your evaluation model to use this framework, but after each project you need to be able to answer these 5 Killer Questions:
Question 1 - What went well in this project?

Question 2 – Why did these aspects perform well?

Question 3 - What did not go as expected in this project?

Question 4 – Why did these aspects not go as expected?

From the answers to these simple questions your Partnership will be able to gather learning. The very important next step is to make sure that this knowledge of what works well and what doesn’t work well is recorded and shared with partners and Partnership officers so that everyone learns and the Partnership moves forwards. 
So the final question in Part 1 is:
Question 5: Who needs to know about this?
 And when you get your answer, act on it! (worked example can be found at Annex E)
This type of learning is vital for the ongoing success of programs. Consequently it should be scheduled into the Performance Management process of any plan e.g. post-project evaluation stage, so that space is created for learning to happen.

Learning 2 –Do We Have All the Knowledge We Need To Do This Task?
After considerable work and research you have your strategy document for the coming year, or maybe it’s a project plan. You need to make sure that learning is included in your plans from the start, that way the people involved will be properly equipped to do what they need to, and that will give your plans the best chance of success.
Basically, for each activity in your project plan or objective in your strategy you need to ask the following 4 Killer Questions:

Question 1 - What skills / knowledge do we need to achieve this outcome? 

Think wide here, this could include knowledge of Microsoft Excel – right up to Knowledge of What Works)
Question 2 – Who is involved in this objective?

Once again, think wide, thinking of the community, the Partnership, the partners, everyone who you feel has some direct involvement

Question 3 – Do the relevant people in question 1, have the relevant skills from question 2?

Remember, not everyone will need to have the skills identified in question 1

Question 4 – For the people who need to be involved, but don’t have all of the knowledge they need, how can we arrange that learning?

Now is the only time that this Framework asks you to add anything to your documents. Add an extra column (see worked example, Annex B) to your project plan/strategy – call it ‘Required Learning’. Now, incorporate the objective and target groups identified in Question 3 & 4 into that column.  
The next step is the easiest; you just need to act on what you have put in your ‘Required Learning’ column. You have already identified what needs to be learnt, and who the target group are, and you know that this learning is directly linked to the success of the project/objective

Resources – where to find learning

Now your plan will have a targeted list of learning needs. But you don’t just learn on a course, or in a classroom. The question you need to ask yourself now is – “How do we gain this knowledge?” i.e. how do we learn this. The possibilities are endless, but the emphasis should be picking the most accessible and appropriate learning opportunities that you can find that will fulfil your identified needs.
If a situation arises where, despite all efforts to find a way to provide the learning you need in the timescales that your project requires – you should consider going back to the content and aims of your project and look at ways to re-focus the project so that you can manage without the missing skills/knowledge. If the project can’t be re-modelled, consider whether it is worth delaying the project until you can provide the required learning. In this situation you have already identified things that are key to the project succeeding, should the project continue and ignore learning - carrying a significant failure risk from the outset? (See worked example Annex C)
The Role of Partners & Learning for Involvement in the Partnership

No project or scheme happens with just one person doing everything. There will be partners and people delivering different aspects of the project throughout its life. You need to share the project plan – together with your column ‘Learning Required’ as soon as possible – Partners in a project may have knowledge and skills that they can share to help meet the project needs. Partners might also benefit from seeing the learning needs so that they can take this back to their teams and consider whether what you have identified has a wider corporate application. 

Examples:

Partner X is involved in one project where conflict management skills need to be increased,  are there other projects that Partner X is involved in that also require theses skills. Partner X might consider obtaining conflict resolution learning for many of its staff as part of it’s corporate strategy.
Partner Y is involved in a project where project management skills need to be increased. Partner Y has a good level of project management skill in the organisation and offers some job shadowing/mentoring support as part of its contribution.

Annex A
The Performance Management Cycle
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Annex B

Worked Example: The Creating the ‘Learning Required’ Column

Project – Health Result, 

To begin August 200X,  Duration: 24 months.

Data on teenage conceptions results show in that in Areas E, F & G the rate of teenage conceptions in the 13-15 age group is the furthest from the floor target. The project (as part of a range of approaches) will provide secondary schools in Areas E, F and G with  talks from teenage mums and health workers, to raise awareness of the realities and challenges facing very young mums (evaluation  has shown that this approach had a good impact elsewhere).

	Timing
	Description
	Who
	Learning Required

	August
	Discussion of format 
	Project manager, health workers

Young Mothers & Fathers aged 15-19
Sample of teaching staff 
	All: Understanding of what worked elsewhere; understanding of the Social Education syllabus in schools; understanding of the points to cover

Source: Case studies obtained through Creating:Excellence & Public Health network.  Information on syllabus from LEA & local schools, information from a focus group of Young Mothers & Fathers aged 15-19



	September
	Presentation of project to schools, bookings made
	Teachers

Project Manager

	None identified

	October - June
	Talks to schools (planned into Social Education curriculum)
	Health workers, Young Mothers & Fathers aged 15-19, Teachers
	Presentation & public speaking skills for Health Workers and young mums
Source: Funding Partner Y involved in project is willing to offer training space on one of their courses to 4  people, project can fund another 6 places.



	October - June
	One-2-one sessions offered to girls in 13-15 age group at secondary schools in project area
	Health Workers
	Ensure all health workers have training/experience of working with young people 

Source: Health workers to be given a mentor with experience in this area.




Annex C

Worked Example: Finding Resources for Learning

Project – GCSE Result, 

To begin September 200X, 
Duration 12 months.
Data on GCSE results show in that in schools A, B & C children with English as a second language, particularly those whose first language is Swahili. The project aims will provide after school revision lessons to pupils in Year 11 whose first language is Swahili, focusing on the core subjects of English, maths and sciences.
Finding the Learning Required
While writing the project plan for this project the project manager identified that the teachers for the after school sessions would need to be fluent in Swahili, to a level that they could teach complex subjects such as the Sciences, and be able to understand the translation barriers in English subjects.

At the moment only half of the teachers identified for the project had any knowledge of Swahili. None had a deep understanding of the language. 

From sharing this challenge with the partners involved (including the Swahili speaking community involved in the School) the project manager realised that it was not possible to either a) get Swahili  fluent teachers without exceptional costs, or b) train the pre-identified teachers to a sufficient level in the time available. 

Scenario: A 

The project manager then learned that the there was a Swahili speaking community group who were willing to become involved in the project and up-skill the pre-identified teachers and be available in the class-room during the after school revision sessions at an achievable cost.
The project plan was re-written so that the new ‘teaching support’ helpers had an active and integral role in the project and it went ahead.

Scenario: B

The project manager learned that Swahili speaking teachers were in the area, but they had other work commitments this academic year. However they would be available for the project if it went ahead next academic year.

The project manager goes back to the funders and explains the situation – that a success critical area of knowledge wasn’t available this year. The project was suspended for a year. Meanwhile awareness work was begun with the community in preparation.
Annex D

Using Part 2 - Worked Example: A Partnership Improvement Plan
Puddles-Worth LSP (Nr Areas in Foxton, Toadton, Lillyham)
	
	

	Sub Heading
	Ref
	Issues to be addressed
	Action
	Due Date
	Responsible

Officer/Group
	Learning

	Impact on BME communities
	Pud4
	Plan and demonstrate impact on worklessness of BME residents in the City, developing proxy indicators as appropriate
	Ongoing development work to identify and measure worklessness in BME residents


	End July 2005
	LSP Employment Strategy Group
	


Question 1 What Skill/Knowledge do we need to achieve this outcome?
a) Proxy indicators – data skills to create suitable indicators

b) Proxy indicators – what works well when creating BME/Employment indicators

c) Consultation skills – written and verbal

d) Analytical skills – ability to interrogate and interpret data

e) Analytical skills – expertise in gathering and interpreting data relating to BME groups

f) Analytical skills – expertise in gathering and interpreting employment data.

g) Drafting Plans – how to draft an effective plan for what we want to achieve 
Question 2 Who is involved in this Objective?

1. LSP Employment Strategy Group

2. Puddlesworth Employment Service

3. Puddlesworth LSP officers

4. Puddlesworth LA Equalities Team,

5. LSP Intelligence Team

6. Foxton Employment Project

7. Toadton Minorities Inclusion Group

8. Lillyham Education & Inclusion Project

9. Foxton & Toadton BME Community Group

Question 3 Do the relevant people in Q1, have the necessary skills from Q2? (note, not everyone needs every skill!)
	
	a
	b
	c
	d
	e
	f
	g

	LSP Employment Strategy Group
	P
	P
	
	P
	
	
	P

	Puddlesworth Employment Service
	Y
	Y
	
	
	P
	Y
	

	Puddlesworth LSP Officers
	Y
	
	P
	P
	N
	N
	P

	Puddlesworth LA Equalities Team
	
	P
	Y
	P
	Y
	
	

	LSP Intelligence Team
	Y
	Y
	
	Y
	P
	Y
	

	Foxton Employment Project
	
	Y
	Y
	
	Y
	
	

	Toadton Minorities Inclusion Group
	
	
	Y
	
	Y
	
	

	Lillyham Education & Inclusion Project
	
	
	Y
	
	Y
	
	

	Foxton & Toadton BME Community Group
	
	P
	Y
	
	Y
	
	


Y = Skills required, skills held
N = Skills required, skills not held

P =  Partial skills, or skills held but not required

Issues & Top Priorities
· We have a number of partial skills held situations, but they are often grouped with others that hold the skills.

· Puddlesworth LSP Officers – urgently need training in certain analytical skills

· We need to find out what works elsewhere when drafting reports of this type and creating suitable indicators
Question 4 For the people who need to be involved, but don’t have all of the knowledge they need, how can we arrange that learning?

· We need to contact other LSPs and find out if they have any best practice in this area

· We could see what skills the LSP Intelligence team could transfer to others who need more data gathering and analytical skills – maybe some teach-ins
· We could contact the SELD project and ask them for support on analytical and data skills up-skilling.
Annex E

Worked Example for Part 1: Foxton NMP
Data showed Foxton NMP that Fear of Crime and handbag snatching/petty theft were priority areas.  So, they created the Foxton Crime Prevention Scheme. 

With the help of the local beat officer Foxton NMP recruited members of the community to take part in the program. Volunteers were given a high visibility vest, some training on how to spot flashpoints of crime and a hand held radio (so that they could contact each other and the Police). Volunteers then stood in visible places in Foxton shopping precinct (shown to be the highest crime and fear of crime spot). The program ran for a year and has now finished.

	What went well?
	Handbag snatches in the precinct were down by 60%, fear of Crime reduced by 25% (from the baseline taken at the start of the project)

	Why?
	The community representatives in fluorescent bibs were high profile and easy to see – they created a presence

	What didn’t go as expected?
	During some busy periods some volunteers did not turn up for their shifts. Also, the police said that the descriptions of bag snatchers were poor and could not be followed up

	Why?
	Some volunteers felt intimidated by the kids in the precinct. Some volunteers said that they gave the best descriptions they could but it wasn’t good enough.


Learning gained:
· The high visibility presence really worked

· People can get intimidated and then don’t volunteer again

· Volunteers need to know what the police need in a description of a suspect.
Who needs to know this?
· Write a case study – share the good and the bad learning
· Feed the information back to the project/similar projects

· Tell the project partners – they may be involved in other projects where this information could be useful.
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