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People strategy and leadership are key components in a fast growing service organisation where staff are a significant contributor of the service quality and experience for customers and to the organisation's overall performance. The management and development of employees can then have an impact on the development and success of an organization. A good people strategy enables employees to be developed, motivated and engaged, and a good leadership enables these employees to be directed towards the organisational goals.
This case study will discuss ZUS Coffee and Luckin Coffee. Luckin Coffee, founded in 2017, is a Chinese coffee company; ZUS Coffee was founded in 2019 and is a Malaysian coffee chain. Both companies are fast-growing and have relied on technology as a key component of their business operations. People management is also gradually becoming more significant in supporting their business operations as they are growing and expanding (ZUS Coffee, 2026; Luckin Coffee Inc., 2026).
The analysis of this individual paper is aimed at the design and implementation of the human resource strategies that ZUS Coffee and Luckin Coffee adopted. This will also assess the success of these measures in meeting their current and future organisational needs, focusing on the way both businesses lead, manage and develop employees.












2.0 Organisational Context 
[bookmark: _heading=h.glujm61feamd]2.1 ZUS Coffee
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Figure 1 : ZUS Coffee Logo 
ZUS Coffee is a Malaysian coffee chain that began in 2019, with its first outlet located at Binjai 8. The company aims to make specialty coffee more accessible and affordable, supported by a technology-driven business model. Its mobile application allows customers to order for pickup or delivery, showing how technology is integrated into its customer experience and daily operations (ZUS Coffee, 2026). ZUS Coffee has expanded rapidly since its establishment, reaching 1,000 outlets by October 2025 and expanding beyond Malaysia into regional markets (ZUS Coffee, 2026). 
This rapid expansion creates important people-management needs for the organisations. As the number of outlets increase, ZUS Coffee requires sufficient employees, outlet managers and leaders who can maintain consistent service and operational standards. Therefore, recruitment, employee training and leadership development become increasingly important in supporting the organisation’s continued growth. 
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2.2 Luckin Coffee
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Figure 2 : Luckin Coffee logo
Luckin Coffee is a Chinese coffee company founded in 2017. The company operates a technology-driven business model that focuses on quality, convenience and affordability. Digital technology is integrated into several areas of its operations, including customer engagement, store operations and supply chain management (Luckin Coffee Inc., 2026). By the end of 2025, Luckin Coffee operated 31,048 stores, consisting of 20,234 self-operated stores and 10,814 partnership stores. 
The large scale of Luckin Coffee’s operations creates different people-management requirements. Its 2025 annual report reports 43,709 full-time employees and 62,738 part-time employees, demonstrating the size of the workforce that needs to be managed across its operation (Luckin Coffee Inc., 2026). Managing a workforce of this size requires structured recruitment, employee training, performance management and career development to support consistent operations as the organisation continues to expand. 

Organisational Context 	ZUS Coffee	Luckin Coffee
Founded	2019	2017
Origin	Malaysia	China
Industry	Coffee / Food & Beverage	Coffee / Food & Beverage
Business Model	Technology- driven coffee chain	Technology - driven coffee retail 
Digital Focus 	App-based ordering	Digital system across customer engagement, store operations and supply chain
Business scale 	1,000 outlets by October 2025 	31,048 stores by the end of 2025
Key people-management need	Supporting rapid regional expansion and developing employees 	Managing and developing a large workforce consistently 

Source : Adapted from ZUS Coffee (2026) and Luckin Coffee Inc. (2026)

Although ZUS Coffee and Luckin Coffee operate within the same industry and both rely heavily on technology, their organisational contexts are different. ZUS Coffee is undergoing rapid regional expansion from a smaller organisational base, creating a need to develop employees and future leaders as the business grows. In comparison, Luckin Coffee operates on a much larger scale and therefore requires more structured systems to manage, train and evaluate a large workforce consistently. These differences in organisational context influence how each company designs and implements its people strategy to support its business needs. 
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3.0 Design of People Strategy
[bookmark: _heading=h.1trb5jk521a4]3.1 ZUS Coffee
The design of ZUS Coffee’s people strategy reflects the company’s rapid  growth and regional expansion. Its People and Culture function covers areas such as workforce planning, talent management, performance management, succession planning, capability building and career development (ZUS Coffee, 2026). This indicates that employees are treated as an important resource for supporting the organisation’s growth rather than only fulfilling daily operational requirements. ZUS also communicates a people-centred philosophy through the statement “There is no ZUS without U”, which highlights the importance of employees within the organisation. 
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Figure 3 : ZUS Coffee’s People-Centred Philosophy - “ There is no ZUS without U” 
Source : ZUS Coffee (2026) 
Employee development is another important part of the strategy. ZUS uses its Academy and learning and development activities to build employee capabilities. Current company recruitment information shows the use of training needs analysis, practical skills assessments, on site coaching and immediate feedback. The company also incorporates approaches such as blended learning, microlearning, digital learning platforms and leadership development programmes (ZUS Coffee, 2026). These approaches are particularly relevant to a rapidly expanding organisation because employees and managers need to develop the skills required to maintain service and operational standards across a growing number of outlets. 
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Figure 4 : Example of People and Culture Responsibilities at ZUS Coffee 
Source : ZUS Coffee (2026) 
The strategy also supports the development of future talent. For example, ZUS provides opportunities such as its Management Associate Programme, where participants gain exposure to different business functions. This can support the development of employees who may later take on greater responsibilities as the organisation expands. Overall, the design of ZUS Coffee’s people strategy focuses on developing employee capability, leadership and workforce readiness to support both its current operations and future regional growth. [image: ]
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Figure 5 : ZUS Coffee Academy Training Centre 
Source : ZUS Coffee 

[bookmark: _heading=h.dzsu5fu85sml]3.2 Luckin Coffee
Luckin's employees are numerous because of its scale; by the end of 2025, it has more than 31,000 stores. So its people strategy must be designed to effectively manage employees at the vast number of stores. Recruitment and workforce planning are crucial to make sure that stores have an adequate number of employees to carry out daily activities as the company expands (Luckin Coffee Inc., 2026).
Training and employee development are also vital aspects of Luckin Coffee's people strategy. Offering adequate training to staff will help ensure that the company will have uniform service levels and standards throughout its stores. Performance management can track and inform about employee performance, and career development and internal promotion can develop employees to take on more challenging roles in the organisation.
Overall, these are important practices for managing people due to Luckin Coffee's large number of employees and rapid growth. A systematic recruitment, training program, performance management and career development system can enable the company to manage its employees systematically and support the current activities of the company and its future development of the organisation.
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Figure 6 : Luckin Coffee Employee Training 
Source : Luckin Coffee (2022) 







4.0 Implementation of People Strategies 
[bookmark: _heading=h.30qy25meqktz]4.1 ZUS Coffee 
ZUS Coffee's people strategy is realised via the combination of structured training and employee development activities. The ZUS Academy offers employee training while the training needs analysis is employed to look at the skills and knowledge needed by employees. Some aspects of employee ability are also judged through practical skills tests and possible further training needs are identified (ZUS Coffee, 2026).
Moreover, staff are coached and given feedback on the job, so they can enhance their performance as they perform their duties. In addition, ZUS also employs blended learning, microlearning and digital learning platforms to facilitate access to training in their expanding footprint. These methods may help staff build the necessary skills and enable the organisation to provide learning through various channels.
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Figure 7 : ZUS Coffee Academy Learning and Development Responsibilities 
Source : ZUS Coffee (2026) 
Leadership development prepares employees for the future and helps to support the growth and consistency of service of ZUS Coffee.


4.2 Luckin Coffee 
Luckin Coffee has a well-structured employee training and development process in place to execute their people strategy. The company offers extensive training predominantly in the company's own training centre, both by themselves and through external training courses. It also offers online and offline training for its storefront workers to acquire the skills needed for their jobs (Luckin Coffee Inc., 2026).
Structured employee learning is especially vital, due to Luckin Coffee's extensive retail network. Staff should be aware of routines and services to ensure uniformity in the various centers. In addition, the company periodically assesses managers and employees' performance, and provides performance-based pay and promotion opportunities for workers (Luckin Coffee Inc., 2026).
Staff development can thus help in current performance and future career trajectory. Overall, its implementation approach has demonstrated the needs of its large-scale employees and fast growth. It has a variety of structured training, performance assessment and career development functions, which have developed employee capabilities and helped to maintain the consistency of operations in its expanding store network (Luckin Coffee Inc., 2026).
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Source : Adapted from ZUS COFFEE (2026) and Luckin Coffee Inc. (2026) 
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5.1 Effectiveness of ZUS Coffee’s People Strategy 
The approach of ZUS Coffee to people seems to be effective in enabling employees' capacity and service uniformity. It offers opportunities for employees to develop skills in their work place through structured training and skill assessment and on-site coaching. Along with that, immediate feedback can assist employees recognize their areas of improvement and enhance their performance with time (ZUS Coffee, 2026).
Blended learning, microlearning and digital learning platforms are well suited to a growing company since training can be offered flexibly at various locations. Leadership-development activities can also be used to groom staff for future leadership roles, thus contributing to the organization's overall growth.
But as a fast-growing business, this can lead to difficulties in ensuring the consistency of training and employee assistance in all outlets. It may be more challenging to ensure that employees are provided with consistent coaching, feedback and development opportunities as the number of locations grows. As such, while ZUS Coffee's plan looks like it is appropriate to their current operations, it is going to be key to the consistency of their implementation as they expand their operations for them to continue to be effective.
5.2 Effectiveness of Luckin Coffee’s People Strategy 
The people strategy seems to be working to ensure the company's huge store network's operational standards and employee development. It has structured training that enables employees to understand the process and acquire the skills needed for their job. This also enables Luckin Coffee Inc. to achieve employee development on a larger scale when dealing with a larger number of employees through the use of online and offline training.
Another strength is performance evaluation, which enables the performance of employees to be monitored, and the areas where improvement is needed to be identified. Career-development opportunities can also help employees advance and provide them with opportunities for higher-level work, as the organization continues to grow.
Luckin Coffee's workforce size and speed of expansion, however, might bring about problems in providing training, performance evaluation and development opportunities in a uniform manner at every location. The level of support to some stores may vary depending on the local management and operational conditions. In general, Luckin Coffee's strategy seems appropriate for training employees and promoting their growth, with the challenge of ensuring its effective execution throughout its large store network.
6.0 Current and Future Organisational Needs 
As ZUS Coffee expands on a regional level, there is a need for trained workers and skilled managers to ensure high levels of service and operations. Its training and coaching, and digital learning, are used to support employee development, and its leadership development and succession planning is strengthened but may need to be further developed as the company continues to grow (ZUS Coffee, 2026).
Compared to Luckin Coffee, their more numerous workforce and store base demands scalable training and structured systems for the management of both. Employees' preparation for greater responsibilities is also related to career and management development (Luckin Coffee Inc., 2026).
In the future, both parties must invest in their leadership development programs, ensure they have strong talent in place and adjust their people programs to meet their expanding needs. Ongoing employee growth will thus continue to be vital to support the future growth of the organisation.
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7.0 Comparative Discussion
ZUS Coffee and Luckin Coffee both use training and employee development to support organisational growth, but their approaches differ because of their organizational size and business context. ZUS Coffee is a smaller company undergoing regional expansion, making flexible learning, coaching and leadership development particularly important for preparing future managers and maintaining service quality. In contrast, Luckin Coffee operates on a much larger scale and therefore requires more structured and standardised people-management systems that can be applied across its extensive store network. Despite these differences, both organisations face the challenge of maintaining consistent employee development and operational standards during rapid expansion. This comparison demonstrates that the effectiveness of a people strategy depends on how well it aligns with an organisation’s size, growth stage and business requirements. Therefore, a single approach to people management may not be equally suitable for every organisation. 















8.0 Conclusion 
People strategies are employed by both ZUS Coffee and Luckin Coffee to enhance the growth of their businesses and their organisational needs. The results of the analysis indicate that both organisations are involved in the coffee sector and are rapidly growing but have different orientations towards employee management and development based on their context and size.
ZUS Coffee concentrates on flexible training, on-site coaching, digital learning and leadership development. They facilitate regional expansion by building the capacity of its employees and training them to take on more challenging roles in the expansion. In contrast, Luckin Coffee has a much larger number of employees and stores, and therefore needs to have a more structured and scalable people management system. It has a structured training program, performance assessment and career development process to aid in consistent operations at various sites.
Both companies have difficulties in keeping employee development, service levels and people-management consistent when growing fast, but their strategies to tackle this are different. The analysis overall is evidence that an effective people strategy needs to be commensurate with the size, growth phase, business context and future needs of an organisation. Employee training and leadership growth will therefore be important for both organisations in their continued growth.
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Manager, People & Culture Business Partner (Vacancy Closed)

Position Responsibilities:
1. Strategic Partnership

« Primary partner to designated business units.
« Partner with business function leaders to understand strategic business priorities and develop corresponding people plans.
« Translate business needs into people solutions in areas such as workforce planning, succession, and capability building.
« Provide insights on organization structure, manpower optimization, and workforce productivity.
2. Talent & Performance Management
« Support leaders to facilitate performance management cycle, calibration, and talent reviews.
« Facilitate job grading evaluation and calibration with Regional Compensation & Benefit team and leaders.
« Identify high-potential employees and partner with Talent Management & Development team for development plans.
« Support career development and internal mobility programs.
3. Employee Engagement & Shaping Culture
« Lead employee engagement activities aligned with ZUS Zealous, Diversity, Equity & Inclusion (DEI) relevant to the local cultural specific.
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Regional Manager, Academy

Objective

The Regional Manager, Academy is a strategic leader responsible for driving the vision, strategy, and execution of Academy (learning and
development)initiatives across ZUS COFFEE’s markets in Malaysia, Singapore, and the wider APAC region. This role will lead the Academy team to elevate
talent development, accelerate leadership capability, and embed a high-performance, digital learning culture across the organization.

Position Responsibil

Strategic Leadership

* Lead the ZUS Academy team across Malaysia & Singapore, while overseeing L&D alignment across APAC.
« Design and implement innovative L&D strategies that align with business objectives and regional growth needs.
« Launch and manage a Local Learning Partner (LLP) Network to scale learning across multiple locations.

Learning Experience Design

« Curate engaging learning content via a Learning Experience Platform (LXP), integrating gamification, microlearning, and social learning tools to boost
engagement.

« Lead the creation and continuous improvement of blended learning pathways (instructor-led, virtual, and self-paced)
* Oversee design and facilitation of Leadership Academies, Soft Skills Development Tracks, and Functional Training Programs.

Academy & Talent Development

* Lead the development and deployment of training programs to support regional teams.
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