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1.0 [bookmark: _Toc242312938]Introduction

Employee development is a crucial part of business success and growth as businesses depend on employees having the correct knowledge, skills, confidence, and behaviours. This is particularly important within the hospitality sector as employees have direct contact with customers and required to communicate effectively, respond to complaints and situations and work as part of a team. At The Haywain, mployee development can therefore be viewed, as a way of improving an individual’s performance, but also as a method of improving many aspects of running the business such as customer service, employing engagement, teamwork and the organisations future success.
This assigment will assess and critically evaluate the benefits and the limitations of employee development at the Haywain, and to consider how an individual Employee Development Plan could support an employee who would like to progress towards a supervisory or managerial role. This assignment covers a range of development methods, including training, coaching, mentoring, job shadowing, continuing professional development and regular feedback and reviews.
It also covers the importance of personal leadership and future vision. Covey (1989) argues that effective personal development involves taking responsibility for one’s behaviour and beginning with a clear understanding of the desired future. This can be used by the employee at the Haywain by encouraging them to identify where they want their career to go and to progress, then to develop expectations that are realistic to move towards that goal. Therefore, vision needs to be aligned with achievable goals, feedback, and practical experience. 
Covey (1989) suggests that individuals should live out of their imagination not history, emphasising the importance of future-focused development. 

1.1 [bookmark: _Toc242312939]Employee Development and Business Needs

Employee development refers to the plan and process which employees can improve their skill set, knowledge, capabilities, and future potential for additional responsibilities. Torrington et al. (2020) argue that human resource management needs to ensure organisations have people with the appropriate capabilities to meet organisational requirements. Employee development is therefore relevant to both the employee and the organisation because it can improve current performance while preparing employees for future responsibilities. 
For the Haywain, development is crucial. If an experienced front-to-house employee has an expressed an interest in taking their career to a new level. A supervisor/manager requires more than technical ability to save customers. They must also communicate with their workmates, delegate tasks, resolve issues and disagreements, respond to customer complaints, make decisions under pressure, and to maintain and exceed service standards. The employees existing strengths and development gaps need to be identified before appropriate developments can be selected for the individual.
The Chartered Institute of Personnel and Development (CIPD, 2025), argues that leaning on development should be connected to organisational, team and individual performance, rather than being treated simply as attending a training courses. A learner needs analysis should consider the organisation’s current and future capability requirements along the alongside the employees existing knowledge, skills and attitudes.
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This section of the assignment will critically analyse the potential benefits of employee development at The Haywain. It will consider how employee development could enhance workplace performance, motivation and engagement, career progression, customer service, teamwork and workplace relationships. This section also applies Senge’s (1990) concept of the learning organisation to consider how individual learning can contribute to wider organisational learning. Finally, the potential limitations and costs associated with employee development will be critically evaluated. 


[bookmark: _Toc242312941]2.1 Improved Employee Performance

Enhanced workplace performance can be achieved through employee development through improving employee’s skills, capabilities, and knowledge. 
Developing the front-of house employee’s leadership, communication and decision-making skills could enable greater responsibility whilst still performing effectively in the current role. Torrington et al. (2020) suggests that employee development is an important part of human resource management because organisations need employees with the appropriate skills and capabilities to meet organisational requirements.
However, development usually does not automatically result in in improved performance. The employee will need opportunities to apply what skills have been obtained through the development plan, teamed with regular feedback and support.
Kolb’s (1984) experimental learning theory is particularly relevant because it views learning as a process involving experience, reflection, conceptualisation, and experimentation.
Bandura’s (1977) social learning theory further supports this by suggesting that individuals learn new behaviours through observation and modelling, which is highly relevant when employees shadow supervisors. Honey and Mumford (1986) also emphasise the importance of identifying learning styles to ensure development activities match the employee’s preferred way of learning.
A good example of being able to apply and develop management skills would be to taking responsibility in a shift, reflecting on the shift collaborated with a manager and applying feedback to any future shifts worked.



 
2.2 Employee Engagement 

Providing opportunities for learning, development and progression can result in having employers that are motivated and engaged. Ryan and Deci’s (2000) Self Determination Theory identifies autonomy, competence and relatedness as important psychological needs that can influence motivation.
Herzberg’s (1959) motivation hygiene theory suggests that opportunities for growth and recognition can increase job satisfaction, while Hackman and Oldham (1976) argue that in job roles improve motivation by improving autonomy and responsibility. These perspectives support the idea that development can strengthen engagement when implemented correctly.

Ensuring opportunities are provided for the employee at The Haywain with greater responsibility could support autonomy, while coaching and mentoring could improve confidence and competence. Collaborating with an experienced manager or supervisor could also support relatedness by encouraging positive workplace relationships. 
However, providing opportunities alone may not guarantee increased motivation. If the employee is trusted with extra responsibilities with the appropriate support, this could have the opposite effect. Therefore, development should be linked to realistic expectations, clear feedback and achievable goals. 

[bookmark: _Toc242312942]2.3 Career Progression and Employee Retention

Developing prospects within your career can be an important aspect of employee development because individuals may be more likely to engage with an organisation when they can identify opportunities for progression providing structured pathways towards supervisory and management responsibility could help align the employee with personal career aspirations with the organisation workforce needs. Employee development may include opportunities to gain new skills, undertake additional responsibilities and receive feedback about future progression. Wang and McElroy (2012) found relationships between career growth and organisational commitment, suggesting that opportunities for development can be relevant to how employees through their future within an organisation.
However, career development should not be viewed as a guaranteed method of retaining employees. An employee may develop new skills and then apply their skills to seek opportunities elsewhere. The Haywain would need to manage the employee’s expectations carefully and communicate that development can turn improved readiness for future opportunities but does not guarantee promotion. This shows the importance of balance in individuals career aspirations with the actual opportunities available within the organisation to gain a realistic and clear outlook.


2.4 Customer Service and Workplace Relationships

Customer service involves several elements. Communication is important because employees need to understand and respond to customer needs. Employees may need to deal with questions, complaints, and demanding situations. Consistency is important in a pub and restaurant because customers expect a reliable standard of service.
Effective customer service depends not only on employee’s communication skills, but also on positive workplace relationships and a strong focus on customer needs, Deming (1986)  emphasises the importance of quality improvement and understanding customer requirements, suggesting that organisations should continue as they improve their processes to provide better outcomes for customers. In the hospitality field, this could involve employees listening carefully to customers, responding appropriately to complaints, and working together to maintain consistent service standards. Parasuraman, Zeithaml and Berry (1988) highlight that service quality depends on reliability, responsiveness, and assurance, all of which can be improved through employee development. Gronroos (1994) also argues that customer satisfaction is shaped by both technical service quality and the interpersonal behaviour of employees, reinforcing the importance of communication and teamwork.
Senge (1999) argues that organisations can become learning organisations by encouraging employees to develop knowledge collectively. This can strengthen workplace relationships because employees learn from one another and share experiences of dealing with customers. Consequently, combining customer focus with effective communication, teamwork and continuous learning can improve both internal workplace relationships and the overall customer experience. This demonstrates that developing employee skills is important not only for individual performance, but for creating a consistent, customer-focused, service culture.



2.5 Senge’s 5 disciplines and Employee Development

Senge (1990) identified five disciplines that supported the development of a learning organisation which included the following- personal mastery, mental models, shared vision, team learning and systems thinking. These disciplines can be applied to employee development and customer service because they encourage employees to continually improve their knowledge, skills and understanding of workplace practise.

Personal Mastery involves employees developing their skills and knowledge on a continuous basis. For example, improving communication and critical thinking skills can help employees respond more effectively to customer needs and complaints. 
Mental Models encourage employees to question existing beliefs and consider a unique way of working. This could help employees recognise that different customers may have different expectations and require different approaches to their needs.
Shared Vision involves creating a collective understanding of organisational objectives. In a customer-focused workplace, employees could share the goal of providing consistent, high-quality customer service. 
Team learning is particularly relevant to workplace relationships because employees can share experiences, discuss problems unknown from one another. This can improve communication and cooperation between workmates.
Systems Thinking enables employees to understand how different parts of an organisation are connected. For example, poor communication between front of house staff and management could affect service quality, and customer satisfaction. Therefore, applying Senge’s 5 disciplines can support continuous learning, stronger workplace relationships and improved customer focus. However, their effectiveness depends on management created an environment where employees are encouraged to communicate, learn and contribute to improvement (Senge, 1990).




[bookmark: _Toc242312943]3.0 Critical Evaluation of Development Processes

The Haywain selecting appropriate development methods is important because the identified employee is hoping to progress towards a supervisory role and therefore requires development in communication, leadership, delegation, conflict management, teamwork, customer service leadership and decision making. Effective employee development should be aligned with both individual needs and organisational objectives, rather than applying the same approach to every employee (Noe, 2020). A combination of formal and informal development methods could therefore provide a more appropriate approach for supporting the employee’s progression.

[bookmark: _Toc242312944]3.1 Training and Development

Training could include customer service, leadership, communication skills, conflict management, health and safety, and supervisory skills. Training is particularly useful where an employee is clearly identified knowledge or skills gap because it provides a planned learning experience that can be linked directly to organisational requirements (Armstrong and Taylor, 2023).
However, formal training can have limitations. Training undertaken from The Workplace may not always translate into improved workplace behaviour, particularly if employees do not have opportunities to apply what they have learned. Transfer of training is therefore important because employees need support and opportunities to use new knowledge in their everyday work (Noe, 2020). Formal training would therefore be more effective when combined with practical workplace activities. This would allow the employee to apply communication and leadership skills directly with colleagues and customers.



[bookmark: _Toc242312945]3.2 Coaching

Coaching provides an individualised approach to employee development. It involves supporting employees to reflect on their performance, identify areas for improvement, and develop their own solutions to workplace challenges. Whitmore (2017) argues that coaching can encourage individuals to take greater responsibility for their learning and performance. Robbins and Judge (2019) note that coaching can strengthen self-efficiency by helping employees recognise their strengths and develop confidence in decision making.
Whilst learning at the Haywain, coaching could be particularly appropriate because development needs to include confidence in decision-making, communication and leadership. A manager could hold regular one to one session in where the employee reflects on the situation, such as dealing with customer complaints, delegating tasks, and resolving disagreements between colleagues. This would provide an opportunity to discuss what happened, consider alternative methods, and identify improvements for future situations.

3.3 Mentoring

Mentoring involves a more experienced individual supporting the development of a less experienced employee. A mentor can provide guidance, knowledge, and advice based on their own experience (Armstrong and Taylor, 2023). Within The Haywain, a supervisor or experienced manager could act as a mentor to the employee by providing advice about leadership, managing staff and maintaining customer service standards. Schein (2010) argues that mentoring also supports cultural understanding within organisations, helping employees learn expected behaviours, values and workplace norms. Lave and Wenger (1991) suggest that linen is most effective when employees participate in communities of practise, gaining knowledge through social interaction.

3.4 Job Shadowing

Job shadowing involves observing an experienced colleague undertake their normal responsibilities. Job rotation involves employees experiencing different roles or tasks to broaden their knowledge and understanding of the organisation. Both approaches provide experiential learning because employees develop through direct exposure to workplace activities (Kolb, 1984).

Job shadowing a supervisor during busy service periods can provide valuable insight into delegation, decision-making, customer complaints and managing staff. The employee can observe first-hand how the supervisor communicates with the team and responds to unexpected problems. Job rotation could also provide an insight of how different areas of the business work, gaining organisational knowledge.

3.5 CPD Continuing Professional Development

Continuing Professional Development (CPD) provides an ongoing approach to developing an employee’s knowledge, skills, and professional practise. The CIPD (2026) highlights that CPD can include formal training, workplace learning, reflection and learning from colleagues. For CPD could support continued development in communication, customer service and leadership, while preparing, the employee for greater responsibility. However, CPD should focus on the impact of learning rather than simply completing activities, making regular reflection and review important. Fletcher (2001) highlights that ongoing development is most effective when it is linked to performance management systems that provide regular feedback, clear expectations and opportunities for improvement.

3.6 Greiner’s Six Phases of Growth Model

Greiner’s Growth Model explains how organisations develop through different stages as they increase in size and complexity. The model identifies 6 phases: creativity, direction, delegation, coordination, collaboration and alliances. Each phase can create new management challenges that require the organisation to adopt its approach. (Greiner, 1972; Greiner, 1998).
The model highlights the importance of developing employees as the business grows. Delegation and collaboration require employees to develop stronger leadership, communication and decision-making skills. The Employees Development Plan can help prepare them for increased responsibility as the business grows. However, Greiner’s model should not be viewed as a fix sequence because businesses develop a different rate and may not experience every phase in the same way. It does provide a useful framework for considering how employee development needs change alongside business growth, especially as increased complexity demands greater flexibility, capability, and readiness from staff,


3.7 Performance Reviews and Feedback Sessions

Performance reviews provide a structured opportunity to assess progress against agreed objectives and identify further development requirements. Regular feedback can help employees understand what they are doing effectively and way improvement is required (Anguini’s, 2019). Monthly development reviews could be used to assess the employees progress in communication, customer service, delegation, and leadership, ensuring that development activities remain relevant and aligned with organisational expectations. These reviews also allow the supervisor to recognise the achievements, address challenges and address objectives where necessary, creating a continuous cycle of improvement. Pulakos (2004) emphasises that effective performance should be timely, specific and focus on observable behaviours, helping employees clearly understand how their actions influence workplace outcomes. By combining instructed reviews as ongoing informal feedback, The Haywain can create a supportive environment where the employee feels guided, calm and motivated and confident in their development journey.





3.8 critical evaluation of all development strategies

Overall, no single development method is likely to address all of the employees individual development needs, formal training could provide the theoretical knowledge required for leadership, communication and customer service management, while coaching could provide individualised support in applying these skills. Mentoring could further support the employee by providing access to workplace experience and supervisory guidance. Job shadowing would allow the employee to observe leadership in practise, while regular performance reviews could measure progress and identify and assess further development needs.
Therefore, a blended approach is the best solution, because the employee requires both knowledge and practical experience to develop confidently and perform effectively in future responsibilities. The combination of training, coaching, mentor and shadowing and regular feedback could create opportunities to learn, apply and evaluate new skills. This approach is consistent with the view that effective employee development should be integrated with performance management and organisational objectives (Armstrong and Taylor, 2023) these methods can then be incorporated into a development plan, providing clear, objective, timescales and measures of success.
Additional research supports the value of combining different methods. Salas et al. (2012) argue that structured learning improves performance when supported by practice and feedback. Harter et al. (2002) found that development opportunities strengthen engagement and retention, which is relevant for employees aiming to progress. Goleman (1998) also highlights the importance of emotional intelligence, self-awareness and confidence.


[bookmark: _Toc242312946]
4.0 Individual Development Plan 

An individual development Plan IDP can be used to translate the employee’s development needs into clear and measurable actions. The plan should align with the employees’ personal objectives with the needs of The Haywain, while providing opportunities for continuous learning and improvement. Effective performance management involves setting objectives, monitoring progress and providing regular feedback (Anguini’s, 2019). 
Jones and Lockwood (2004) argue that structured development planning is particularly important in hospitality settings due to the fast-paced .nature of customer service and the need for consistent operational standards.
Therefore, the plan will focus on communication, customer service, leadership, delegation, and decision making, supporting the employees progression towards greater responsibility.

[bookmark: _Toc242312947]4.1 Identifying Development Needs

The employee’s development needs should be identified through discussions with their supervisor, workplace observation, customer feedback, and self-reflection. This allows areas for improvement to be recognised rather than relying on one source of information. A structured approach to identifying development needs can help ensure that training is relevant to both employee performance and organisational objectives (CIPD, 2023). Research also shows that reflective practice strengthens professional development, with Schon (1983) emphasising that employees improve performance by analysing their actions and adapting their approach in future situations.

[bookmark: _Toc242312948]4.2 Action Plan

Objectives should be specific, measurable and achievable within agreed timescale, allowing both the employee and supervisor to assess progress objectively (Locke and Latham, 2002). The main objective will be to improve the employee’s confidence in communication and decision making, strengthen their ability to take responsibility and prepare them for potential supervisory duties.
Regular reviews should be attended with the supervisor. Evidence of development can include improved customer feedback, observation of workplace performance, feedback from workmates and the employees own self-reflection. This provides a realistic and balanced assessment of whether the development strategies are being achieved, rather than relying on a single source. Regular view can also ensure that objectives remain relevant to both the employee and the organisation (Anguini’s, 2019). Latham and Locke (1991) highlight that specific and challenging girls can significantly improve performance when employees receive regular feedback.
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This assignment has shown that employee development can improve communication, leadership skills, confidence, teamwork, and effective customer service. 
Although there are no guarantees improved performance, a structured and realistic approach can help instil the skills required for future responsibilities. The evaluation showed a blended approach would be the most effective approach to support employee development and progression. Aligning development activities with achievable goals while monitoring progress, The Haywain can develop an environment that supports continuous learning and personal growth. By encouraging reflection, providing feedback and offering opportunities to practice new skills, the business can help employees build confidence and capabilities for greater responsibility. Overall, a commitment to develop can strengthen induvial capabilities and the long-term success of The Haywain by insuring employees are prepared, motivated and able to meet future demands. This approach not only benefits the employee but also supports a more consistent, customer focus service Culture, Helping the business maintain high standards and adapt effectively to future challenges.

[bookmark: _Toc242312950]References  

Aguinis, H. (2019). Performance management (4th ed.). Pearson.
Armstrong, M., & Taylor, S. (2023). Armstrong’s handbook of human resource management practice (16th ed.). Kogan Page.
Bandura, A. (1977). Social learning theory. Prentice Hall.
Covey, S. R. (1989). The 7 habits of highly effective people. Free Press.
CIPD. (2023). Continuing professional development factsheet. Chartered Institute of Personnel and Development.
CIPD. (2025). Learning and development report. Chartered Institute of Personnel and Development.
CIPD. (2026). Professional development and learning. Chartered Institute of Personnel and Development.
Deming, W. E. (1986). Out of the crisis. MIT Press.
Fletcher, C. (2001). Performance appraisal and management: The developing research agenda. Journal of Occupational and Organizational Psychology, 74(4), 473–487.
Goleman, D. (1998). Working with emotional intelligence. Bantam Books.
Grönroos, C. (1994). From marketing mix to relationship marketing. Management Decision, 32(2), 4–20.
Greiner, L. E. (1972). Evolution and revolution as organizations grow. Harvard Business Review, 50(4), 37–46.
Greiner, L. E. (1998). Evolution and revolution as organizations grow (rev. ed.). Harvard Business Review, 76(3), 55–68.
Hackman, J. R., & Oldham, G. R. (1976). Motivation through the design of work. Organizational Behavior and Human Performance, 16(2), 250–279.
Harter, J. K., Schmidt, F. L., & Hayes, T. L. (2002). Business‑unit‑level relationship between employee satisfaction, employee engagement, and business outcomes. Journal of Applied Psychology, 87(2), 268–279.
Herzberg, F. (1959). The motivation to work. Wiley.
Honey, P., & Mumford, A. (1986). The manual of learning styles. Peter Honey Publications.
Jones, P., & Lockwood, A. (2004). The management of hotel operations. Thomson Learning.
Kolb, D. A. (1984). Experiential learning: Experience as the source of learning and development. Prentice Hall.
Latham, G. P., & Locke, E. A. (1991). Self‑regulation through goal setting. Organizational Behavior and Human Decision Processes, 50(2), 212–247.
Lave, J., & Wenger, E. (1991). Situated learning: Legitimate peripheral participation. Cambridge University Press.
Locke, E. A., & Latham, G. P. (2002). Building a practically useful theory of goal setting and task motivation. American Psychologist, 57(9), 705–717.
Noe, R. A. (2020). Employee training and development (8th ed.). McGraw‑Hill.
Parasuraman, A., Zeithaml, V. A., & Berry, L. L. (1988). SERVQUAL: A multiple‑item scale for measuring consumer perceptions of service quality. Journal of Retailing, 64(1), 12–40.
Robbins, S. P., & Judge, T. A. (2019). Organizational behavior (18th ed.). Pearson.
Ryan, R. M., & Deci, E. L. (2000). Self‑determination theory and the facilitation of intrinsic motivation, social development, and well‑being. American Psychologist, 55(1), 68–78.
Salas, E., Tannenbaum, S. I., Kraiger, K., & Smith‑Jentsch, K. A. (2012). The science of training and development in organizations. Psychological Science in the Public Interest, 13(2), 74–101.
Schön, D. A. (1983). The reflective practitioner: How professionals think in action. Basic Books.
Schein, E. H. (2010). Organizational culture and leadership (4th ed.). Jossey‑Bass.
Senge, P. M. (1990). The fifth discipline: The art and practice of the learning organization. Doubleday.
Torrington, D., Hall, L., Taylor, S., & Atkinson, C. (2020). Human resource management (11th ed.). Pearson.
Wang, G., & McElroy, J. C. (2012). A multilevel analysis of organizational commitment: The influence of career growth. Journal of Vocational Behavior, 80(2), 256–265.
Whitmore, J. (2017). Coaching for performance (5th ed.). Nicholas Brealey.
























image1.png
PRIFYSGOL CYMRU ———
S Y Drindod Dewi Sant
UNIVERSITY OF WALES

Trinity Saint David





