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Introduction
The development of individuals within the workplace is an important component of organisational performance, employee engagement, service quality and long-term sustainability. Organisations depend on people to apply knowledge and skills effectively, communicate with colleagues and service users, and contribute to the achievement of organisational objectives (Armstrong & Taylor, 2023). Developing employees should therefore not be viewed solely as a responsibility towards the individual, but as an investment that can benefit both the employee and the organisation.
This report applies theories and principles of workplace relationships, personal development and performance management to Bambino and Friends, a registered childminding business. The setting provides childcare for children from baby and toddler age through to school age and operates within the requirements of the Early Years Foundation Stage (EYFS) and relevant childcare regulations. The childminding environment provides a home-from-home approach in which children experience play, learning, routines and social interaction within a small and personal setting.
Although childminding is often operated by one individual, the development of workplace relationships remains relevant where a childminding setting employs or works alongside another childcare practitioner or assistant. This report therefore considers the development of a hypothetical childcare assistant working within Bambino and Friends. The individual is assumed to have some childcare experience but requires further development in areas including safeguarding, observation and assessment, communication with parents, behaviour management, inclusive practice, planning, professional boundaries and reflective practice.
The report critically assesses the potential benefits of developing individuals within the childcare setting, including improvements in children's experiences, safeguarding, quality, employee motivation and organisational sustainability. It then considers how an individual's expectations regarding personal development can be managed through communication, supervision and the psychological contract.
Different development vehicles are evaluated, including formal training, coaching, mentoring, observation, experiential learning, supervision, appraisal and e-learning. A detailed Personal Development Plan (PDP) is subsequently developed to address the identified needs of the individual and demonstrate how personal development can be integrated with performance management.
Finally, the report considers the relationship between professional development, workplace relationships, collaboration and sustainability. Academic theories including Self-Determination Theory, Social Learning Theory, Goal-Setting Theory, experiential learning, psychological contract theory and reflective practice are applied throughout the report.

1. Organisational Context and Workplace Relationships
Bambino and Friends is a small childminding organisation providing childcare within a home-based environment. The setting provides children with opportunities for free play, structured activities, outdoor learning, creative experiences, routines and social interaction. As a small setting, relationships between adults and children are central to the quality of provision.
The childminding environment differs considerably from a large nursery. A childminder often works with a small number of children and develops close relationships with children and parents. Consequently, trust, communication and consistency are particularly important.
If another childcare practitioner or assistant works within the setting, the relationship between the childminder and the individual becomes an important part of maintaining quality. The assistant needs to understand the setting's policies, routines, safeguarding responsibilities, expectations and approach to children's learning.
Workplace relationships in childcare also have a direct impact on children. Children are sensitive to adult behaviour and relationships. A supportive and collaborative team can create a calm and consistent environment, whereas conflict or poor communication between adults could affect the atmosphere of the setting.
Tuckman's (1965) model of group development identifies forming, storming, norming and performing as stages of team development. Although Bambino and Friends is a small setting, these stages can still apply when another adult joins the setting. During the forming stage, the individual learns routines and expectations. Differences in approaches may become apparent during the storming stage, before agreed ways of working develop during norming and effective collaboration becomes possible during performing.
Belbin's (2010) work on team roles is also relevant. Individuals bring different strengths to a workplace. One childcare practitioner may be particularly confident with creative activities, while another may have strengths in outdoor learning, behaviour management or supporting children with additional needs.
The challenge for a small childminding organisation is that there may be limited capacity for formal HR systems. The childminder may be responsible for recruitment, induction, supervision, training, appraisal and performance management. Consequently, development systems need to be realistic and proportionate.

2. Critical Assessment of the Benefits of Developing Individuals
2.1 Improving quality of childcare and individual performance
The first major benefit of individual development is the potential improvement in the quality of childcare.
A childcare practitioner requires a wide range of knowledge and skills. These include safeguarding, child development, communication, observation, behaviour management, inclusion, health and safety, first aid and working in partnership with parents.
Noe (2020) argues that training and development can improve knowledge, skills and attitudes, potentially contributing to improved performance. In Bambino and Friends, this could mean that a developing practitioner becomes more confident in recognising children's developmental needs and planning appropriate experiences.
For example, if the individual develops stronger knowledge of child development, they may become better able to identify when a child requires additional support or when an activity needs adapting.
However, development does not automatically improve performance. Baldwin and Ford (1988) highlight the importance of transferring learning into the workplace. A childcare practitioner may complete safeguarding training successfully but still require supervision and support to apply safeguarding procedures appropriately in real situations.
Therefore, development needs to combine theoretical learning with practical application.
2.2 Motivation, engagement and achievement
Employee development can also improve motivation. Self-Determination Theory suggests that motivation is influenced by the needs for autonomy, competence and relatedness (Deci & Ryan, 2000).
Competence is particularly relevant to a childcare practitioner. Developing new skills can increase confidence and create a sense of achievement.
For example, a new assistant who initially requires support to plan activities may eventually be able to independently plan and deliver a child-led activity based on children's interests. This progression could increase their confidence and motivation.
Goal-Setting Theory also suggests that specific and challenging goals can improve performance when individuals are committed to achieving them and receive feedback (Locke & Latham, 2002).
A development objective such as "improve knowledge of child development" is difficult to measure. A more useful objective would be:
"Within eight weeks, independently plan and evaluate three child-led activities linked to individual children's observed interests and developmental needs."
This provides a clear measure of achievement.
However, motivation cannot be assumed to result from training alone. Employees have different aspirations and learning preferences. Development should therefore involve the individual in setting goals.
2.3 Safeguarding and professional competence
One of the most significant benefits of individual development in childcare is improved safeguarding competence.
Safeguarding is a shared responsibility. A childcare practitioner needs to understand signs of abuse and neglect, reporting procedures, professional boundaries and the importance of recording concerns appropriately.
A lack of confidence or knowledge could create significant risks. Development therefore has a direct relationship with children's safety.
Training should not, however, be considered sufficient by itself. Safeguarding competence needs to be reinforced through supervision, discussion, policy review and reflective practice.
For example, a practitioner could complete safeguarding training and then discuss hypothetical scenarios during supervision. This would help demonstrate whether the practitioner can apply their knowledge rather than simply recall information.
Development can therefore contribute to a stronger safeguarding culture.
2.4 Workplace relationships and collaboration
Developing individuals can improve workplace relationships because shared knowledge creates greater consistency.
If the childminder and assistant understand the setting's expectations around behaviour management, routines and communication, children are more likely to receive consistent responses.
Social Learning Theory suggests that individuals learn through observing others, modelling behaviours and receiving feedback (Bandura, 1977). The assistant may therefore learn significantly from observing how the childminder communicates with children and parents.
This highlights the importance of the childminder acting as a positive role model.
The relationship should also be based on mutual respect. The assistant should feel able to contribute ideas rather than simply follow instructions.
This is particularly important because childcare is a reflective profession. Different adults may notice different aspects of a child's behaviour or development. Collaboration can therefore improve decision-making.
2.5 Staff retention and organisational sustainability
Development can contribute to retention because employees may value organisations that invest in their professional growth.
The psychological contract, developed by Rousseau (1995), refers to employees' perceptions of mutual obligations between themselves and the organisation. An employee may expect support, training and opportunities to develop, while the employer expects commitment, reliability and professional performance.
Providing development can therefore strengthen the employment relationship.
Retention is particularly important for childcare because children benefit from stable relationships with familiar adults. High staff turnover can disrupt children's routines and relationships.
For Bambino and Friends, retaining a trained assistant could also reduce recruitment and induction costs.
However, development involves investment and there is no guarantee that an employee will remain with the organisation. A childcare practitioner could gain qualifications and experience and subsequently move to another nursery or childcare setting.
Despite this, refusing to invest in employees because they might leave could create a less skilled workforce. The organisation should therefore focus on the benefits gained while the individual is part of the setting.
2.6 Critical limitations of employee development
Development has several potential limitations.
First, training requires time. In a small childminding setting, taking an assistant away from childcare responsibilities could affect staffing arrangements.
Second, formal training can be expensive. A small business may need to prioritise statutory or high-risk training before optional development.
Third, not every performance issue is caused by a lack of knowledge. Poor performance could result from unclear expectations, workload, communication difficulties or personal circumstances.
Fourth, development opportunities need to be distributed fairly. If one employee receives significantly more support without a clear reason, this could damage workplace relationships.
Finally, development can create unrealistic expectations if employees believe every training opportunity will automatically result in promotion or increased pay.
Development should therefore be strategically planned according to both organisational and individual needs.

3. Managing an Individual's Expectations of Personal Development
3.1 Identifying individual expectations and development needs
The first stage of development should be an individual discussion.
The childminder should establish:
· the individual's previous childcare experience
· current qualifications
· strengths
· areas for improvement
· career aspirations
· preferred learning methods
· confidence levels
· development expectations.
A skills audit could then compare current competence with the requirements of the role.
	Development area
	Current ability
	Required ability
	Development need

	Safeguarding
	Moderate
	High
	Further training and supervision

	Child development
	Moderate
	High
	Reading/training

	Observation
	Basic
	High
	Practical coaching

	Activity planning
	Moderate
	High
	Supervised practice

	Behaviour management
	Moderate
	High
	Coaching

	Communication with parents
	Basic/Moderate
	High
	Observation and role play

	Inclusive practice
	Basic
	High
	Training and reflection

	Professional documentation
	Basic
	High
	Practical support


The purpose is not to label the individual as lacking ability, but to identify development opportunities.
3.2 The psychological contract
Managing expectations is particularly important in a small organisation because career opportunities may be limited.
The individual might expect that completing additional training will automatically lead to a promotion or pay increase. However, Bambino and Friends may not have multiple management levels.
The manager should therefore explain realistically what development opportunities exist.
For example, development could lead to greater responsibility for activity planning or supporting specific areas of the setting without necessarily resulting in a formal promotion.
This honest communication can protect the psychological contract.
3.3 Motivation and personal achievement
Herzberg's (1968) two-factor theory distinguishes between hygiene factors and motivators. Salary and working conditions may prevent dissatisfaction, while achievement, recognition, responsibility and advancement can support motivation.
For the childcare assistant, recognition could include acknowledging successful activity planning or positive feedback from parents.
Responsibility could gradually increase as competence develops.
However, motivation theories should not be applied mechanically. Individuals are motivated by different factors, meaning that the manager should discuss personal aspirations rather than assume that every employee wants promotion or additional responsibility.
3.4 Communication, supervision and feedback
Regular supervision provides an opportunity to discuss performance, wellbeing, development and concerns.
Supervision should not only happen when something goes wrong. Regular positive discussions can strengthen trust.
Feedback should be:
· specific
· timely
· evidence-based
· constructive
· focused on behaviour
· linked to agreed expectations
For example, rather than saying "your activities need improving", the manager could explain:
"The children were particularly engaged during the sensory activity, but the activity ended quickly. Next time, could we provide additional open-ended resources so the children can continue exploring?"
This creates a practical development opportunity.
Reflective practice is also important. Schön (1983) argues that professionals develop through reflecting on their experiences. The childcare practitioner should therefore be encouraged to consider what worked, what did not and what could be changed.

4. Development Vehicles Available to the Organisation
4.1 Formal training
Formal training is appropriate where the individual requires specialist knowledge or recognised qualifications.
Examples include:
· paediatric first aid;
· safeguarding;
· food hygiene;
· health and safety;
· inclusion and additional learning needs;
· child development.
Formal training provides structure and can create evidence of competence.
However, formal courses can be costly and may not address the specific needs of the setting.
4.2 Coaching and mentoring
Coaching is particularly appropriate in a childminding setting because many skills are practical.
The childminder could demonstrate an activity-planning process and then allow the assistant to complete the process independently.
The cycle could be:
Demonstrate → Observe → Practise → Feedback → Reflect → Repeat.
Mentoring can provide longer-term support. The childminder could help the individual consider future childcare career goals and identify relevant development opportunities.
The limitation is that coaching requires time from the childminder, who also has responsibility for the children and business.
4.3 Experiential learning
Kolb's (1984) experiential learning model provides a particularly useful framework.
For example:
Concrete experience: The assistant manages a small-group activity.
Reflective observation: The assistant considers children's engagement.
Abstract conceptualisation: The assistant identifies why certain resources worked.
Active experimentation: The assistant changes the activity the following week.
This approach is highly appropriate because childcare is a practical profession.
4.4 Job shadowing and observation
The assistant could observe the childminder conducting:
· school runs
· parent handovers
· children's routines
· behaviour management
· outdoor activities
· observations
· communication with parents
Observation provides an opportunity to learn professional behaviours in context.
However, observation should be accompanied by explanation and reflection. Otherwise, the individual may copy behaviour without understanding the reasons behind it.
4.5 Supervision and appraisal
Formal appraisal could take place every three months, with shorter monthly supervision meetings.
The appraisal could review:
· safeguarding;
· children's wellbeing;
· activity planning;
· communication;
· professional conduct;
· attendance and reliability;
· teamwork;
· development objectives.
Aguinis (2019) argues that performance management should be continuous rather than simply an annual event.
4.6 E-learning and self-directed learning
Online training provides flexibility and may be cost-effective.
The assistant could use online resources to develop knowledge of child development, inclusive practice or behaviour management.
However, e-learning cannot always demonstrate practical competence.
Therefore, it should be combined with workplace observation and supervision.
4.7 Critical evaluation of development methods
	Method
	Advantages
	Limitations
	Suitability

	Formal training
	Structured and credible
	Cost/time
	High

	Coaching
	Personalised and practical
	Manager time
	Very high

	Mentoring
	Supports career development
	Requires strong relationship
	High

	Job shadowing
	Real workplace experience
	Can be passive
	High

	Experiential learning
	Links theory and practice
	Requires reflection
	Very high

	Appraisal
	Supports performance monitoring
	Can become formalistic
	High

	E-learning
	Flexible and accessible
	Limited practical application
	Moderate


The most appropriate strategy for Bambino and Friends would therefore be a blended approach.

5. Individual Development and Performance Management Plan
5.1 Development needs assessment
The development plan should be based on evidence rather than assumptions.
Information should be gathered through:
· initial skills audit;
· direct observation;
· supervision;
· self-assessment;
· feedback;
· children's experiences;
· parent feedback where appropriate.
This provides a more balanced assessment.
5.2 SMART development objectives
Objective 1 – Safeguarding
Within four weeks, the individual will demonstrate a clear understanding of the setting's safeguarding procedures and correctly explain the actions required when a concern is identified.
Objective 2 – Activity planning
Within eight weeks, the individual will independently plan and deliver at least three child-led activities based on children's observed interests and developmental needs.
Objective 3 – Observation and assessment
Within eight weeks, the individual will complete appropriate observations and use them to identify children's interests and possible next steps.
Objective 4 – Behaviour management
Within ten weeks, the individual will demonstrate consistent use of positive behaviour-management strategies during observed practice.
Objective 5 – Parent communication
Within twelve weeks, the individual will demonstrate professional and appropriate communication with parents during daily handovers, while maintaining confidentiality and professional boundaries.
Objective 6 – Reflective practice
Throughout the twelve-week development period, the individual will complete a short reflection following significant activities or situations and discuss learning points during supervision.

5.3 Personal Development Plan
	Development need
	SMART objective
	Activity
	Support
	Timescale
	Evaluation

	Safeguarding
	Demonstrate correct safeguarding knowledge
	Training and scenario discussion
	Childminder
	4 weeks
	Scenario assessment

	Child development
	Improve understanding of developmental needs
	Reading, discussion and observation
	Childminder
	8 weeks
	Supervision

	Activity planning
	Plan three child-led activities
	Coaching and supervised practice
	Childminder
	8 weeks
	Activity evaluations

	Observation
	Complete effective observations
	Demonstration and practice
	Childminder
	8 weeks
	Portfolio review

	Behaviour management
	Use positive strategies consistently
	Coaching and reflection
	Childminder
	10 weeks
	Observation

	Parent communication
	Demonstrate professional communication
	Role play and observation
	Childminder
	12 weeks
	Feedback

	Inclusion
	Improve inclusive practice
	Training and case discussion
	Childminder
	12 weeks
	Observation

	Reflection
	Reflect on practice regularly
	Reflective journal
	Childminder
	Ongoing
	Monthly review



5.4 Performance management
The PDP should not operate separately from performance management. The two should be connected.
Performance management begins by establishing clear expectations.
The employee should understand that their performance is assessed against areas such as:
· safeguarding;
· children's wellbeing;
· professional conduct;
· activity planning;
· communication;
· teamwork;
· reliability;
· observation;
· inclusive practice.
Aguinis (2019) argues that performance management involves planning, monitoring, developing and evaluating performance.
For Bambino and Friends, this can be achieved through a combination of informal and formal processes.
Daily
Brief communication regarding routines and children's needs.
Monthly
One-to-one supervision and review of development.
Quarterly
Formal performance appraisal.
Annually
Overall review of development and future career objectives.
This approach avoids relying on an annual appraisal to identify problems.
5.5 Monitoring and evaluation
The development plan should be monitored using evidence.
A simple traffic-light system can be used:
Green: Objective achieved.
Amber: Progress made but further support required.
Red: Objective not achieved and development strategy needs revision.
For example, if the assistant is consistently achieving green status for activity planning but remains amber for parent communication, additional coaching can be introduced.
The plan should therefore be flexible.
5.6 Fair and objective assessment
Fairness is essential when evaluating performance.
The childminder should use agreed criteria rather than opinion.
For example, instead of recording "the employee is not confident", evidence should describe the observed behaviour:
"Employee required prompts during the parent handover and did not independently communicate the child's activity of the day."
This makes the assessment more objective.
The individual should also can explain circumstances that may have influenced performance.
5.7 Confidentiality and recording
Childcare involves sensitive information about children and families. Development records must therefore be handled confidentially.
The employee's development records should be securely stored and only accessed by authorised individuals.
Feedback should also be provided privately rather than in front of children, parents or other individuals.
Confidentiality supports trust and professional relationships.

6. Workplace Relationships and Successful Collaboration
The success of the development plan depends heavily on the relationship between the childminder and the individual.
A positive workplace relationship should be based on:
· trust;
· respect;
· communication;
· consistency;
· honesty;
· professional boundaries;
· shared objectives.
Edmondson (1999) introduced the concept of psychological safety, arguing that individuals are more likely to learn and contribute when they feel safe to ask questions and acknowledge mistakes.
This is particularly important in childcare. If an assistant notices a safeguarding concern or makes an error, they need to feel able to report it immediately.
A culture where mistakes are automatically punished could encourage employees to hide problems.
However, psychological safety does not mean removing accountability. Serious safeguarding failures or repeated breaches of procedure must be managed appropriately.
Collaboration can also be encouraged by involving the assistant in decision-making.
For example, the assistant could contribute ideas for:
· children's activities;
· outdoor learning;
· sensory play;
· resources;
· routines;
· inclusion strategies.
This can increase their sense of ownership.
Belbin's (2010) theory suggests that people bring different strengths to teams. The childminder should therefore recognise the assistant's individual strengths rather than attempting to make every person work identically.
Conflict should also be addressed constructively. Thomas and Kilmann's conflict framework identify several approaches to managing conflict. A collaborative approach is particularly appropriate where the long-term relationship is important.
For example, if the childminder and assistant disagree about behaviour management, they could review the child's needs, discuss the evidence and agree a consistent approach.
The goal should not simply be to determine who is right, but to establish what is best for the child and setting.

7. Sustainability and Career Development
Individual development should contribute to the long-term sustainability of Bambino and Friends.
A well-trained childcare practitioner can provide continuity if the childminder is unavailable and can potentially take on additional responsibilities within the setting.
Career development could follow a pathway such as:
Childcare assistant → Experienced childcare practitioner → Specialist responsibility → Senior/support role
However, because Bambino and Friends is a small organisation, traditional promotion opportunities may be limited.
Career development does not therefore need to mean promotion. It could involve developing specialist responsibilities such as:
· outdoor learning;
· creative activities;
· inclusive practice;
· sensory play;
· parent communication;
· planning;
· resources;
· supporting children's transitions.
This provides development opportunities without creating unrealistic expectations about promotion.
Sustainability also involves retaining organisational knowledge. An experienced assistant will understand children's routines, interests, individual needs and relationships with families.
This knowledge can support continuity of care.
The organisation can also encourage environmentally sustainable practice through the employee's development. For example, the individual could learn about:
· reusing craft materials;
· reducing waste;
· responsible purchasing;
· sustainable outdoor activities;
· using natural resources;
· reducing unnecessary energy use.
Development can therefore contribute to environmental, social and organisational sustainability.

Conclusion
This report has critically assessed how individual development can contribute to workplace relationships, individual achievement and organisational performance within Bambino and Friends, a small childminding organisation.
The analysis demonstrates that developing individuals can provide significant benefits. Improved knowledge and skills can enhance childcare quality, safeguarding, planning, communication and professional practice. Development can also improve employee confidence and motivation while strengthening relationships between practitioners.
However, the report has demonstrated that development is not automatically successful. Training requires financial and time investment, and learning must be transferred into practice. Consequently, development should be based on identified needs and evaluated against measurable outcomes.
The management of individual expectations is also essential. Psychological contract theory demonstrates that employees develop beliefs about what an organisation owes them. Clear and honest communication is therefore required to prevent unrealistic expectations concerning promotion, responsibility or reward.
A range of development vehicles was evaluated. Formal training is particularly appropriate for safeguarding, first aid and other specialist areas, while coaching, mentoring, experiential learning and observation are highly appropriate for practical childcare skills. A blended approach is therefore recommended.
The proposed PDP provides specific development objectives covering safeguarding, child development, activity planning, observation, behaviour management, parent communication, inclusion and reflective practice. These objectives are linked directly to performance management through regular supervision, monitoring and appraisal.
The report also demonstrates that effective workplace relationships are essential within a childminding setting. Trust, respect, psychological safety and communication allow adults to share ideas, raise concerns and collaborate effectively. This is particularly important in childcare because poor communication between adults can ultimately affect children's experiences and safety.
Overall, individual development should be viewed as an investment in both the employee and the organisation. For Bambino and Friends, a structured approach to development can improve professional practice, strengthen workplace relationships, support children's wellbeing and learning, and contribute to the long-term sustainability of the childminding business.
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