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Developing Workplace Relationships and Employee Performance at Vision Express
[bookmark: _Toc242635213]1. Introduction
Employees are an important part of every organisation because their knowledge, skills and behaviour can affect business performance. Employee development can improve individual performance and support teamwork, communication and customer service (KAREEM & HUSSEIN, 2019).
This report examines employee development and workplace relationships at Vision Express. The employee discussed works as a Retail Optical Assistant and wants to progress towards a Store Manager position. To prepare for a Store Manager position, the employee should strengthen their ability to guide colleagues, communicate effectively, organise tasks, make informed choices, resolve workplace disagreements and monitor team performance.
The report uses several theories and models to understand the employee's development. These include the Michigan Model, Holland's Model of Vocational Choice, Schein's Career Anchors, Senge's Fifth Discipline and Greiner's Six Phases Growth Model. The report also considers appraisals and Continuous Professional Development (CPD).
A twelve month development plan is included to show how the employee can improve through training, coaching, mentoring, job shadowing, practical experience, feedback and reflection. The report also explains how employee development can improve workplace relationships and create a more positive working environment.
[bookmark: _Toc242635214]2. Employee Development and Its Importance
Employee development is important because it can benefit both the employee and the organisation. For Vision Express, developing employees can improve skills, confidence, teamwork and customer service. It can also help the organisation prepare employees for future positions.
Research suggests that human resource development can contribute to employee performance and organisational effectiveness (KAREEM & HUSSEIN, 2019). Research into learning organisations also shows links between learning practices, organisational performance and employee attitudes (Ju et al., 2021).
[bookmark: _Toc242635215]2.1 Benefits for Vision Express
One benefit of employee development is improved performance. Developing communication and customer service skills can improve customer experiences, while leadership training can prepare the employee for greater responsibility. However, training alone may not improve performance without coaching, feedback and practical experience (Adamu Mohammed et al., 2022).
Employee development can also strengthen teamwork by improving communication, listening and problem solving skills (Buła et al., 2024). However, effective teamwork also requires trust, clear communication and management support, meaning training cannot solve every workplace problem.
Another benefit is succession planning, as leadership development may prepare the employee for a future Store Manager role. However, promotion depends on demonstrated ability and available vacancies. Development may also improve retention, but employees need meaningful career opportunities. Systems thinking highlights the connections between employee skills, teamwork, customer service and organisational performance (Reynolds & Holwell (Retired), 2020). Nevertheless, staffing levels, workload and management support also influence these outcomes. Therefore, Vision Express should combine training with regular feedback and practical experience to benefit both the employee and the organisation (Kareem & Hussein, 2019).
[bookmark: _Toc242635216]2.2 Benefits for the Employee
Development can also benefit the employee. The employee can improve leadership, communication, delegation, decision making, conflict management, coaching, feedback and performance management skills.
Developing personal strengths can support personal growth (Woerkom & Meyers, 2018). Development can also improve motivation because the employee can see a possible career path.
The employee wants to become a Store Manager, so opportunities to practise management skills may help them feel that their career goals are being taken seriously. A clear connection between employee goals and organisational objectives can support motivation and organisational performance (Nowak, 2020).
Shared visions can also help employees understand how their personal goals connect with wider organisational goals (Kaiser et al., 2021).
Confidence can be developed gradually. The employee could first observe management activities, then assist with tasks, lead small activities and eventually take on more responsibility.
The process can be:
Learning, Practice, Feedback, Improvement, Confidence, Greater responsibility
Coaching and performance feedback can support employee development and engagement (Lee et al., 2019).

[bookmark: _Toc242635217]3. Career Development Models
[bookmark: _Toc242635218]3.1 Holland's Model of Vocational Choice
Holland's Model can help understand whether the employee's interests fit their intended career direction. Holland identifies six areas: Realistic, Investigative, Social, Conventional, Enterprising and Artistic.
The Realistic area involves practical activities and working with tools or equipment. This may be less strongly related to the employee's management ambition, although practical knowledge can still be useful in an optical retail environment.
The Investigative area involves understanding information and data. This can be useful for a Store Manager because managers need to understand performance information and make decisions.
The Social area is particularly relevant. Social interests involve working with people, helping others and communicating. The employee already works with customers and colleagues, so these skills can support future management.
The Conventional area involves structure and organisation. Optical retail involves procedures, records and organised work. These skills can also be useful to a Store Manager.
The Enterprising area is highly relevant to management because it involves communication, influence and leadership. The employee can develop these skills through team briefings, delegation, coaching and leading small activities.
The Artistic area involves creativity and self-expression. It may be less directly related to the employee's career goal, although creativity can still help with problem-solving.
Overall, the employee's Social, Conventional and Enterprising interests appear particularly relevant to a future Store Manager role. However, Holland's model should be used as a guide rather than a prediction. Career success also depends on experience, performance and opportunities. [image: ]
[bookmark: _Toc242635219]3.2 Schein's Career Anchors
Schein's Career Anchors help explain what motivates an employee's career choices. The eight anchors are:
1. Technical/Functional
2. General Managerial
3. Security and Stability
4. Autonomy/Independence
5. Entrepreneurial Creativity
6. Service/Dedication to a Cause
7. Pure Challenge
8. Lifestyle
For this employee, General Managerial is the most relevant because they want to become a Store Manager and take responsibility for employees and resources.
Service/Dedication to a Cause is also relevant because the employee's current role involves helping customers.
Schein's model can help the Store Manager understand the employee's career motivation and identify suitable development activities. These could include leadership training, coaching, mentoring and job shadowing.
However, the employee may have more than one career motivation, and these motivations may change over time. The model should therefore be used as part of a wider career discussion.
[bookmark: _Toc242635220]4. Michigan Model and Employee Development
The Michigan Model examines the relationship between business strategy, organisational structure and HRM activities, including selection, appraisal, rewards and employee development.
This model is relevant to Vision Express because employee development should support both business needs and personal career goals. For example, if customer service is a priority, employees need strong communication skills. If the organisation requires future managers, employees should develop leadership and management skills.
The relationship can be viewed as: Business strategy, HR approach, Employee development, Performance, Organisational outcomes.
The model also highlights the importance of appraisal. The Store Manager can identify strengths and weaknesses and agree on development priorities. For example, if the employee lacks confidence in delegating tasks, coaching and practical experience can help develop this skill.
The Michigan Model is useful because it links employee development to organisational performance. However, its focus on business needs may overlook individual interests and motivation. Therefore, combining it with Holland's and Schein's models can provide a more balanced approach to career development.
[image: ]
[bookmark: _Toc242635221]5. Senge's Fifth Discipline and the Learning Organisation
Peter Senge's Fifth Discipline identifies five disciplines that support learning organisations. Senge (1990) explains the importance of organisations learning and adapting. Later research has also considered the impact of the Fifth Discipline on learning organisations (Reese, 2020).
The five disciplines are:
1. Systems thinking
2. Personal mastery
3. Mental models
4. Shared vision
5. Team learning
[bookmark: _Toc242635222]5.1 Systems Thinking
Systems thinking means understanding that different parts of an organisation are connected.
At Vision Express, employee development can affect teamwork, customer service and store performance. For example, if the employee improves communication, this may improve communication with colleagues. Better communication may improve teamwork, which can then support customer service.
A systems approach encourages managers to consider how different parts of an organisation work together rather than looking at problems separately (Reynolds & Holwell (Retired), 2020).
Systems thinking can also help organisations understand how employee motivation and development may influence wider organisational outcomes (DSpace, 2026). Research has also considered systems thinking in relation to competitive capabilities and firm performance (R. Siriram & C. Du Plessis, 2024).
[bookmark: _Toc242635223]5.2 Personal Mastery
Personal mastery involves continuously developing knowledge, skills and abilities.
For this employee, personal mastery could involve leadership training, CPD, reflection and gaining practical management experience.
Personal mastery encourages employees to take responsibility for their own development (Koehle et al., 2008). Personal growth activities can also support employees in developing their strengths (Woerkom & Meyers, 2018).
The employee should therefore not depend completely on the Store Manager. They should identify their own weaknesses, ask for feedback and use learning to improve their performance.
[bookmark: _Toc242635224]5.3 Mental Models
Mental models are the beliefs and assumptions that influence how people understand situations.
For example, the employee may believe that a manager's main job is to give instructions. Development can challenge this idea by showing that effective managers also need to listen, coach and support employees.
Mental models can influence how leaders and teams understand situations and make decisions (Paoletti et al., 2019).
Management assumptions can also influence talent management and how employees are viewed in organisations (Meyers et al., 2020).
The employee should therefore develop an open attitude and be willing to consider different management styles.
Challenging traditional ideas about leadership can encourage more critical thinking and support leadership development (Dugan, 2024).
[bookmark: _Toc242635225]5.4 Shared Vision
Shared vision means employees understand and work towards a common direction.
The employee's goal of becoming a Store Manager can relate to the wider objectives of Vision Express, including good customer service and effective teamwork.
A shared vision can help teams work towards common goals (Zasa & Buganza, 2022).
Creating shared visions can also connect organisational learning and knowledge management with employees' understanding of organisational direction (Kaiser et al., 2021).
The employee should understand that their career goal should support the organisation rather than conflict with its needs.
Employees' understanding of organisational objectives can influence culture and performance (Nowak, 2020). Organisational and employee goals should therefore be connected where possible (Buchanan & Huczynski, 2019).
[bookmark: _Toc242635226]5.5 Team Learning
Team learning involves employees learning together by sharing knowledge, discussing experiences and supporting one another.
At Vision Express, the employee could help new employees, share knowledge and contribute to team discussions.
Team learning develops as employees interact, learn from experience and share information (Wiese & Burke, 2019).
Knowledge sharing can support team effectiveness and individual learning (Lin & Huang, 2019). It can also contribute to organisational learning (Mohajan, 2019).
This is important for a future Store Manager because employees should feel comfortable asking questions, sharing ideas and learning from mistakes.
[bookmark: _Toc242635227]6. Greiner's Six Phases Growth Model
Greiner's Six Phases Growth Model explains how organisations can move through different stages of development and experience different management challenges.
The six phases are:
1. Creativity
2. Direction
3. Delegation
4. Coordination
5. Collaboration
6. Alliances[image: ]

The model is relevant because management requirements can change as organisations develop.
For the employee, becoming a Store Manager would mean moving from mainly completing individual tasks to coordinating the work of other employees.
Delegation is particularly important. A manager cannot complete every task themselves. They need to decide which tasks can be given to other employees and provide support when needed.
Coordination is also important because managers need to organise people and activities effectively.
Collaboration is important because managers need to work with different employees to achieve common goals.
The employee can develop these skills gradually:
Current responsibilities, supporting colleagues, Coordinating tasks, Delegating, Leading, Managing
Greiner's model also shows why development should begin before promotion. If the employee only starts developing management skills after becoming a manager, the transition may be more difficult.
The model therefore supports the use of practical experience, coaching and job shadowing before the employee moves into a management position.
[bookmark: _Toc242635228]7. Appraisals and Continuous Professional Development
[bookmark: _Toc242635229]7.1 Appraisals
Appraisals are an important part of employee development. An appraisal gives the employee and Store Manager an opportunity to discuss performance, strengths, weaknesses and future development.
The discussion should consider:
· What the employee is doing well
· Areas that need improvement
· Training completed
· Skills developed
· Career ambitions
· Future responsibilities
· Support required
· Further development
The appraisal should be a two-way discussion. The employee should have the opportunity to explain their experiences and identify areas where they need support.
For example, the employee may feel confident when dealing with customers but less confident when dealing with disagreements between colleagues. The Store Manager could then identify conflict management as a development need.
Appraisals should not only happen once a year. Regular discussions can help the employee receive feedback and make changes during the year.
Supervisory coaching and performance feedback can support employee development, engagement and performance (Lee et al., 2019).
The process can be:
Performance discussion, Development needs, Development activity, Workplace application, Feedback, Appraisal, Further development
This also links with the Michigan Model because appraisal and development are important HR activities.
[bookmark: _Toc242635230]7.2 Continuous Professional Development
Continuous Professional Development is important because employee learning should continue throughout a career.
Training and continuous development can contribute to employee productivity and organisational performance (Yertas, 2024).
The CPD process for this employee is:
Identify, Plan, Act, Reflect, Apply, Share, Impact
Identify: The employee identifies development needs such as leadership, communication, delegation, conflict management and decision-making.
Plan: The employee decides how these areas will be developed through training, coaching, mentoring or job shadowing.
Act: The employee completes the planned development activities.
Reflect: The employee considers what went well, what was difficult and what could be improved. Reflection helps employees learn from workplace experiences (Faller et al., 2020).
Apply: The employee uses learning in the workplace, such as using improved communication during team meetings.
Share: The employee shares learning with colleagues or supports new employees.
Impact: The employee considers whether the development has improved confidence, communication, teamwork, customer service or leadership.
The employee should keep a CPD record to show progress. CPD also connects with Senge's Personal Mastery because both encourage continuous learning and improvement.
[bookmark: _Toc242635231]8. Development Methods and Twelve Month Plan
Different development methods should be used because employees learn in different ways.
[bookmark: _Toc242635232]8.1 Training
Formal training can provide structured knowledge. Training could cover leadership, communication, conflict management, customer complaints, performance management and coaching.
Training can support productivity when employees are able to use what they have learned (Adamu Mohammed et al., 2022).
[bookmark: _Toc242635233]8.2 Coaching
Coaching allows the Store Manager to support the employee during real workplace situations.
For example, the manager could observe the employee dealing with a difficult customer and discuss the situation afterwards.
Managerial coaching can support employee commitment and individual performance (Ribeiro et al., 2021).
[bookmark: _Toc242635234]8.3 Mentoring
A mentor can provide career guidance and explain the responsibilities and challenges of management. This can help the employee understand what is expected from a Store Manager.
[bookmark: _Toc242635235]8.4 Job Shadowing
Job shadowing allows the employee to observe the Store Manager. They could observe team meetings, delegation, planning, decision-making, customer complaints and performance discussions.
[bookmark: _Toc242635236]8.5 Practical Experience
The employee should gradually take on additional responsibilities, such as leading team briefings, supporting new employees, organising selected tasks and helping with customer problems.
Practical experience is important because it shows whether the employee can apply learning in real situations.
[bookmark: _Toc242635237]8.6 Twelve Month Development Plan
	Development area
	Development activities
	Timescale
	How progress will be checked

	Leadership
	Coaching, job shadowing and supervised leadership
	Months 1–6
	Manager observation and appraisal

	Communication
	Coaching and feedback
	Months 1–4
	Manager and colleague feedback

	Delegation
	Practising delegation through suitable tasks
	Months 3–6
	Observation and task completion

	Conflict Management
	Coaching and workplace practice
	Months 2–5
	Store Manager feedback

	Decision-Making
	Job shadowing and supervised activities
	Months 4–8
	Manager feedback and review of decisions

	Performance Management
	Mentoring and observing performance discussions
	Months 5–9
	Discussion with the Store Manager

	Commercial Awareness
	Discussions and shadowing to understand store performance
	Months 6–9
	Review of understanding of store performance

	CPD
	Maintain a record of learning and development
	Months 1–12
	Regular review of CPD records

	Career Readiness
	Mentoring, practical experience and appraisal
	Throughout the year
	Review of skills and readiness for greater responsibility


[bookmark: _Toc242635238]9. Reflection, Workplace Relationships and Teamwork
[bookmark: _Toc242635239]9.1 Reflection
Reflection should be an important part of the employee's development.
For example, if the employee leads a team briefing and some colleagues do not understand the instructions, they can reflect on what happened. They may realise that they gave too much information at once. In the next briefing, they could communicate more clearly and check whether colleagues understand.
Reflection allows employees to learn from experiences and improve future performance (Faller et al., 2020).
The process can be:
Experience, Reflection, Learning, Application, Impact
Reflection also supports Senge's Personal Mastery, because the employee takes responsibility for improving their own performance. Learning organisations can encourage self-directed learning and employee responsibility for development (Hutasuhut et al., 2021).
[bookmark: _Toc242635240]9.2 Building Better Workplace Relationships
Employee development can also improve workplace relationships. A future Store Manager needs to communicate clearly, listen to colleagues, give and accept feedback, support employees and manage disagreements professionally. These behaviours can build trust and encourage teamwork.
For example, when a colleague makes a mistake, the employee should discuss the problem constructively rather than criticise them. This can help the colleague learn and create a supportive workplace.
Coaching and feedback can improve employee engagement and performance (Lee et al., 2019; Ribeiro et al., 2021). Senge's Team Learning also encourages employees to learn from mistakes rather than blame others (Wiese & Burke, 2019). Sharing knowledge with colleagues can further support learning and team effectiveness (Lin & Huang, 2019; Mohajan, 2019).
Therefore, individual development can lead to better communication, stronger workplace relationships and improved teamwork. However, these benefits also depend on trust, management support and employees' willingness to learn from one another.
[bookmark: _Toc242635241]10. Sustainability and Future Development
Employee development can support the long-term sustainability of an organisation by developing future leaders and maintaining organisational knowledge.
For Vision Express, developing this employee could create an internal candidate for a future management position. This could reduce the organisation's dependence on external recruitment.
Senge's learning organisation approach is relevant because employees who continuously learn can help organisations adapt. Learning cultures can encourage continuous learning and support learning organisations (Chanani & Wibowo, 2019).
Research also suggests that learning organisations can be associated with organisational performance and positive employee attitudes (Ju et al., 2021).
Greiner's model is also relevant because organisations may require different management skills as they develop.
A sustainable approach to employee development should support:
· Learning
· Career development
· Fair opportunities
· Employee wellbeing
· Teamwork
· Good leadership
· Knowledge sharing
Knowledge sharing is particularly important because organisational knowledge can develop when employees share information and experiences (Mohajan, 2019).
Employee development should therefore continue after the employee reaches a higher level of responsibility. Management requirements can change, so employees need to continue learning.
[bookmark: _Toc242635242]11. Critical Application of the Models
[bookmark: _Toc242635243]11.1 Michigan Model
The Michigan Model focuses on the relationship between organisational strategy, HR practices and employee development. It is useful because it ensures development supports organisational needs. However, it may focus more on the organisation than the individual.
The Michigan Model may not fully consider the employee's personal interests and career ambitions if organisational performance is the main priority. For example, Vision Express may need employees to meet store targets, but the employee may also need time to develop leadership and management skills. If development focuses only on immediate business needs, long-term career growth could be overlooked. Therefore, the model should be combined with individual development discussions to balance organisational objectives with the employee's ambitions.
[bookmark: _Toc242635244]11.2 Holland's Model
Holland's Model focuses on career interests. It can help identify whether the employee's interests fit their intended career. However, career interests alone do not determine management success.
A limitation of Holland's Model is that career interests alone cannot show whether someone has the skills and experience needed for a management role. The employee may be interested in becoming a Store Manager but still need to improve delegation, decision making and conflict management. Therefore, career interests should be considered alongside feedback, practical experience and an assessment of current skills.
[bookmark: _Toc242635245]11.3 Schein's Career Anchors
Schein's Career Anchors focus on career motivation. They can help explain why the employee wants to become a manager. However, employees may have several motivations, and these may change.
An employee's career motivation may change over time because of personal circumstances, work experience and new responsibilities. For example, the employee may currently value promotion but later place greater importance on work-life balance. The Store Manager should therefore review career goals regularly rather than assuming that the employee's motivations will remain the same.
[bookmark: _Toc242635246]11.4 Senge's Fifth Discipline
Senge's Fifth Discipline focuses on organisational learning, teamwork and continuous improvement. It is useful because development should benefit both the individual and the wider team.
Research into learning organisations suggests that learning practices can have positive relationships with organisational performance and employee attitudes (Ju et al., 2021). Learning organisations can also encourage self-directed learning and employee involvement in continuous development (Hutasuhut et al., 2021).
Although Senge's model encourages teamwork and continuous learning, these activities may be difficult to maintain when the store is busy, or employees have limited time for training. Team learning also depends on employees feeling comfortable sharing ideas and discussing mistakes. Vision Express should therefore encourage open communication, provide opportunities for feedback and allow time for learning. This would help turn the model's principles into practical workplace improvements.
[bookmark: _Toc242635247]11.5 Greiner's Growth Model
Greiner's Growth Model considers organisational development and changing management requirements. It can help explain why employees need to develop as responsibilities change.
However, Greiner's model focuses mainly on organisational growth and the management challenges that can develop as an organisation expands. It does not provide a complete explanation of an individual employee's career development. Therefore, it is more useful for understanding changing organisational needs than for identifying the employee's specific training requirements. It should be used alongside career development models and regular performance reviews.
[bookmark: _Toc242635248]11.6 Appraisals and CPD
Appraisals provide a practical way of reviewing performance and development, while CPD provides an ongoing process for learning and improvement.
Appraisals can help identify development needs, but their effectiveness depends on the quality of the discussion and the actions taken afterwards. If feedback is too general or no development activities follow, the appraisal may have little impact. For this employee, the Store Manager should agree specific targets, review progress regularly and provide constructive feedback. CPD records can then be used to monitor learning and identify areas that still need improvement.
Using these approaches together provides a broader understanding of the employee's development than using one model alone.
[bookmark: _Toc242635249]12. Recommendations
Vision Express should use a mixture of development activities, including training, coaching, mentoring, job shadowing and practical experience. Training provides knowledge, while coaching and practical experience help employees apply learning (Adamu Mohammed et al., 2022).
Development should be connected to organisational requirements as well as the employee's career goals. The Michigan Model can help ensure that development supports business and HR needs.
The Store Manager should use regular appraisal discussions to review performance and identify development needs. Regular discussions can help problems be identified early.
The employee should maintain a CPD record using Identify, Plan, Act, Reflect, Apply, Share and Impact. Continuous development can contribute to productivity and performance when learning is applied effectively (Yertas, 2024).
Management responsibilities should increase gradually. The employee could begin with team briefings and then develop towards delegation, coordination and leadership.
Holland's Model and Schein's Career Anchors should be used during career discussions so that development is connected to the employee's interests and motivation.
The employee should also be encouraged to share knowledge and support colleagues. This supports Senge's Team Learning discipline and can improve team effectiveness (Lin & Huang, 2019).
Finally, the Store Manager should manage promotion expectations. The employee should understand that development improves preparation for future opportunities but does not guarantee promotion. This can help maintain a realistic and trusting relationship.
[bookmark: _Toc242635250]13. Conclusion
Employee development is important for both employees and organisations. At Vision Express, communication, customer service, teamwork and leadership skills are important for providing good customer support and maintaining effective workplace relationships.
The employee discussed in this report works as a Retail Optical Assistant and wants to become a Store Manager. To work towards this goal, they need to develop leadership, communication, delegation, decision-making, conflict management and performance management skills.
The Michigan Model, Holland's Model, Schein's Career Anchors, Senge's Fifth Discipline and Greiner's Six Phases Growth Model provide different ways of understanding the employee's career goals and development needs.
Senge's learning organisation approach is particularly useful because it highlights systems thinking, personal mastery, mental models, shared vision and team learning (Senge, 1990; Senge, 1994). These ideas can support a workplace where employees continue learning and share knowledge.
Appraisals and CPD can help the employee identify development needs, improve skills and plan future career development. The twelve-month plan combines training, coaching, mentoring, job shadowing, practical experience, feedback and reflection.
Overall, employee development can improve skills, performance, teamwork, customer service and workplace relationships. Research on employee development and organisational effectiveness supports the importance of developing employees as part of wider organisational performance (KAREEM & HUSSEIN, 2019).
Employee development should therefore be treated as an ongoing process rather than simply completing training. By providing regular appraisal, practical opportunities, feedback and CPD, Vision Express can support the employee's career ambitions while also developing stronger workplace relationships and preparing for future management needs.
[bookmark: _Toc242635251]References
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