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Introduction

Imperial War Museums is a global authority on conflict and its impact on people’s lives. Our vision is to help people, as global citizens, make sense of an increasingly unpredictable world. Using the personal stories and experiences in our unique collections, our objective is to challenge people of all ages to look at war and conflict from different perspectives. 

What are we all about?
We are one IWM – a single organisation made up of five unique branches and underpinned by our core values to be courageous, authoritative, relevant and empathetic. Our collections are vast and rich. We look after them in perpetuity on behalf of the nation. We aim to make them, together with our branches (some of which are historic sites), accessible to the widest possible audience through exhibitions, research, digital activity, learning programmes, tours, handling sessions, filming, lectures and many other different activities. Whilst much of our public offer is free of charge, some of what we do is charged for. The revenue we generate is essential to our ongoing operation, particularly in the context of reducing government funding in real terms. The profit that we make is re-invested into our programmes and activities to ensure that we continue to deliver our vision and mission.

Our training and development aspiration

This strategy sets out how we will deliver IWM’s vision and achieve our strategic objectives. It describes how IWM will become a learning organisation. To achieve this we must deliver multi-dimensional change. The impact of this change will mean staff, individually and collectively, learn and develop so that on a wider scale, IWM continuously evolves and transforms. It will also mean that we are able to attract new staff; individuals who are keen to benefit from our sector-leading training and development approach. Culturally, we will think about training and development in a very different way, moving away from ‘doing a course to learn a new skill’ to a way of working that allows every member of staff to continuously develop in order to live our organisational values and adapt to the changing environment. We will value each member of staff all the way through their IWM career supporting their personal development so they in turn will be highly skilled, committed and engaged. As a result we will have excellent staff retention rates and our public outputs and outcomes will be significantly enhanced. 

In order to create and sustain IWMs learning organisation model, we will need to have a supportive learning environment, concrete learning processes and practices, and leadership behaviour that provides consistent reinforcement of this way of working and operating. This strategy addresses these fundamental building blocks.

The benefits of us becoming a learning organisation are multifold:

· We will share knowledge and skills, internally and externally, and this will benefit audiences, partners and colleagues alike

· We will be more responsive, more comfortable with risk and better able to adapt to change

· We will foster a working culture that is collaborative and open

· We will attract new and highly skilled staff

· We will start to build greater diversity, breadth and depth into our working practice, in terms of experience, background and approach – apprenticeship schemes (for new and existing staff) will be especially important to us in making this change

Background and context

Having completed major structural change, we are now focusing on culture change. We have a network of change champions (CCAN) who are supporting this and they along with all of our staff are keen to see progress in improving the training offer at IWM, not least because training and development provides an important way to ensure that:

· IWM staff feel valued and engaged

· IWM staff take responsibility of their own development and that there is a clear feedback loop between staff appraisals and training and development opportunities for all 

· IWM supports staff in building skills and expertise and their job satisfaction increases as a result

· IWM is able to deliver against the business needs identified through corporate planning with the appropriate programmes for skills, training and development 

· IWM continues to build a ‘one team’ approach and that we work with our contractors and partners on training and development, for example, on customer service standards across our operation

· IWM builds internal and external networks that create a positive, confident working culture

· IWM has the staff capacity and capability to deliver business need and strategic objectives

· IWM is able to manage resource effectively and in particular, succession planning

· IWM creates new entry points and takes active measures to diversify its workforce

The recent HR review has highlighted the opportunities a fully embedded business partnering model offers. This places the HR team at the strategic heart of our operations, ensuring that the team work with managers to identify talent, build skills and capacity and maximise performance across our business. The development of a new HR Strategy over the next year will provide an important context for this strategy. The learning review and CCAN Notes Days have also helped us to build a widely-held understanding of the importance of ongoing learning and reflection and we have articulated our desire to become a learning organisation as a result. These pieces of work will heavily influence the final shape of the new programme.

The apprenticeship levy, introduced by government, started in April this year. This means that we will pay in c£80K per annum which is then redeemable against training activity, boosting our available budget (for programmes for new and existing staff) by a margin. We recognise the opportunity to take on apprentices, and this strategy will see us create a framework to support up to 10 apprentices across IWM. This is, therefore, a significant driver for change.

Finally, structural change, for example, the adjustments to the Content and Narrative team, provide an opportunity to look again at how we support the development of academic skills, in particular, for those developing in depth subject expertise that is core to their work with our collections. We will therefore ensure that this form of training and development is recognised and embedded within our approach. We will develop a framework for Masters and PhD programmes that links to the IWM Institute. 


Training needs analysis

We have spent several months asking senior leaders, managers, heads of department and a cross section of staff at IWM what they would want to see in a training and development strategy and the recommendations below reflect these responses. There are clear opportunities to build on some elements of the current framework. There are also new ideas and approaches that we recommend are explored further and one of the most significant of these is apprenticeships. Key feedback includes:

· Improve the quality of development conversations between line managers and staff. Use this to plan ahead and to ensure that training meets business and personal development needs

· Provide structured management programmes that support managers and are bespoke to IWM

· Provide structured programmes that support staff in developing their academic skills and experience

· Create buddying, coaching and mentoring opportunities to encourage skills sharing and the building of new networks both internally and externally

· Empower staff to take control of their development 

· Make sure that training opportunities / programmes are planned well in advance and clearly communicated (e.g. annual calendar)

· Think about needs across our business (for example retail and admissions team training means providing cover, what about outsourced colleagues, factor in travel time if at another branch)

· Be more transparent about opportunities and impacts (for example publish case studies)

· Use external providers and networks (new ideas/sharing expertise etc)

· Create opportunities and support staff to deliver for peer to peer learning 

· Set the tone for working at IWM through the induction programme

· Ensure that we anonymously evaluate training programmes so that they are responsive and relevant



What the new training and development strategy might look like

We will continue to deliver the core training that every member of staff needs to understand and support our strategic priorities and so that they can safely and effectively work at IWM. This includes the induction, as well as training about our brand values, customer service, information governance, disability awareness as well as Health and Safety information like manual handling.

We will also provide technical training that means that staff acquire and maintain the skills and knowledge they need for their role, for example, how to use relevant systems such as Adlib, Soprano, CRM.

Crucially, we will build a training and development programme and approach that supports staff in terms of aspirational training where individuals and teams develop specialist skills and are able to continue to develop personally, professionally and in terms of their wider career. This also means that IWM is directly supporting succession planning and ensuring greater mobility within the workforce. 

The programme will focus on our organisational priorities to ensure it stays relevant to our strategic business need. In terms of allocating the training budget, this will be determined by the Staff and Ways of Working Governance Board (comprising several SMT members, the Head of HR and a CCAN representative) and will ensure that decision making is transparent and agile, that resource is distributed equitably and that all requests are considered against a clear set of criteria. 
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