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HR Advisory Operation Plan
1. [bookmark: _Toc1927310971]Project Context
The proposed project is a public aquarium located at the Swansea Civic Centre, designed to provide an accessible and educational attraction for visitors to Swansea. It targets the public, including families, school groups, and domestic tourists seeking affordable leisure activities, with a focus on high visitor volume. Despite operating at a budget level, service quality remains essential to ensuring positive visitor outcomes. In this high-contact environment, staff play a key role in shaping the guest experience. Employee interactions become the main driver of visitor satisfaction, as well-trained staff can communicate marine knowledge effectively, manage visitor flow, and create engaging experiences, whereas a lack of development can lead to inconsistent service and reduced perceived value.
An advisory operational plan provides a practical framework for implementing a talent development strategy within the aquarium. It outlines the actions required, responsibilities, timelines, and resources needed to improve staff performance and visitor experience (Department for International Development, 2011). The plan focuses on enhancing employee knowledge, customer service skills, and engagement to ensure consistent service delivery, while offering evidence-based recommendations aligned with HR theory.
This report will focus on the prospect of talent development, a strategic and continuous process embedded within business strategy, focusing on internal growth, clear competencies, structured career pathways, and mentoring practices (Younger et al, 2007). It supports continuous learning and career progression, creating skilled and confident employees who deliver high-quality service.
2. [bookmark: _Toc2137289380]Problem or Opportunity Identification
The aquarium is likely to face several operational challenges commonly seen within the tourism and hospitality sector, including high staff turnover, inconsistent skill levels, and fluctuating employee engagement. These issues are significant given the sector’s reliance on frontline staff to deliver service quality and shape the visitor experience.
High employee turnover is one of the most persistent challenges in hospitality. In the UK, the sector has the highest turnover rate of any industry, with approximately 52% of employees leaving annually (RBS Mentor, 2026). More recent estimates suggest turnover remains between 30–50% per year, with some areas reaching as high as 67%, highlighting the scale of the issue.
This level of turnover creates operational instability, as frequent departures require ongoing recruitment and training, increasing costs and reducing efficiency. Replacing an employee can cost up to twice their annual salary when factoring in recruitment, training, and lost productivity. In a budget attraction such as the aquarium, these costs are particularly impactful due to limited financial resources.
Additionally, the sector relies heavily on entry-level and seasonal roles, resulting in varying levels of employee knowledge, confidence, and communication skills. This inconsistency directly affects service delivery, especially in an aquarium where staff must provide both customer service and educational interpretation. As a result, visitors may receive uneven levels of engagement, reducing satisfaction and perceived value.
The high-contact nature of the industry further intensifies these challenges. Employees must maintain enthusiasm and professionalism through continuous face-to-face interaction, often involving emotional labour (Hochschild, 1983). At the same time, visitor expectations are increasing, with demand for interactive and memorable experiences rather than passive observation (Pine and Gilmore, 1999).
Overall, high turnover and inconsistent staff capability present a clear operational risk. Without a structured talent development strategy, service quality and visitor satisfaction are likely to decline. However, addressing these issues through targeted employee development presents a strong opportunity to improve consistency, retention, and overall organisational performance.
3. [bookmark: _Toc1854643264]Academic Theory & Literature
Academic theory provides a critical framework for understanding how human resource practices influence employee behaviour and organisational performance. In high-contact service environments such as aquariums, where visitor experience is co-created through direct staff interaction, these theories are particularly valuable in explaining the relationship between employee development, service quality, and customer satisfaction. Within tourism and hospitality, employees play a significant role in shaping the visitor experience, especially in settings that combine education and entertainment. As a result, theoretical perspectives on employee development, motivation, and performance are essential for informing effective HR strategy.
[bookmark: _Toc833194840]3.1 Service profit chain
The Service-Profit Chain (Heskett et al., 1994) identifies a link between internal service quality, employee satisfaction, service delivery, customer satisfaction, and organisational performance. It suggests that well-supported employees are more likely to deliver high-quality service, leading to increased customer loyalty and improved outcomes.
In the aquarium, this is reflected in frontline roles where staff engage visitors through exhibits, educational talks, and feeding demonstrations. Employees who are trained and supported are more likely to provide consistent, engaging interactions, enhancing visitor satisfaction, improved reputation, and encouraging repeat visits. In practice, external factors such as pricing, facilities, and visitor expectations also influence satisfaction, therefore, while the model is useful, it should be applied alongside broader operational considerations, particularly in resource-constrained environments.
[bookmark: _Toc1575083950]3.2 Human Capital Theory
Human Capital Theory (Becker, 1993) views employees as valuable assets whose knowledge and skills contribute directly to organisational performance. Investment in training is therefore seen as a means of improving productivity and service quality.
In the aquarium context, developing staff expertise in marine knowledge, marine conservation, and enhanced communication skills enables employees to deliver more informative and engaging experiences. This enhances both service quality and the educational value of the attraction. A key strength of this theory is its focus on long-term investment in employee capability as a source of competitive advantage. However, it has been criticised for adopting a primarily economic perspective, overlooking the importance of employee attitudes and emotional engagement. This is particularly relevant in hospitality, where interpersonal skills are central to service delivery. As such, it is most effective when combined with theories that consider employee motivation and perception, and not as a standalone solution.
[bookmark: _Toc765404821]3.3 Psychological Contract
The Psychological Contract, defined by Denise Rousseau (1995), refers to the unwritten expectations between employees and employers. This includes fairness, support, and development opportunities. When these expectations are met, employees are more likely to demonstrate commitment and positive behaviours; when they are breached, dissatisfaction and disengagement can occur.
In the aquarium, staff may expect training, supportive management, and opportunities for progression. When these are provided, employees are more likely to feel valued and engage positively with visitors, contributing to a more consistent and enjoyable experience. Conversely, unmet expectations may result in reduced motivation and higher turnover, negatively affecting service quality. While the Psychological Contract provides valuable insight into employee behaviour, it is inherently subjective and difficult to measure. Expectations vary between individuals, making it challenging to manage consistently. Despite this limitation, it remains highly relevant in-service environments where employee attitudes directly influence customer interactions.
[bookmark: _Toc1371906077]3.4 High-Performance Work Systems (HPWS)
High-Performance Work Systems (Appelbaum et al., 2000) refer to a bundle of HR practices such as training, performance management, and employee involvement designed to enhance performance and organisational effectiveness. The emphasis is on aligning these practices to create a supportive and high-performing work environment.
In the aquarium, HPWS can be implemented through structured onboarding, continuous training, performance feedback, and recognition systems. This helps ensure staff deliver consistent service and maintain ambitious standards when interacting with visitors. A key strength of HPWS is its comprehensive approach, recognising that employee performance is shaped by multiple interconnected factors. However, implementation can be resource-intensive, requiring time and investment. For a budget attraction, this may present challenges, meaning a scaled or prioritised approach may be necessary to balance effectiveness with feasibility.
[bookmark: _Toc111505827]3.5 Talent Management Theory
Talent Management Theory (Collings and Mellahi, 2009) focuses on attracting, developing, and retaining employees who are critical to organisational success. It emphasises identifying key roles and ensuring individuals in these positions are effectively supported.
In the aquarium, roles such as educators and customer-facing staff are central to the visitor experience. Investing in their development particularly in communication, confidence, storytelling, and marine knowledge ensures high-quality service delivery. Clear career pathways can also improve retention and reduce recruitment costs. However, it is vital to avoid focusing primarily on high-performing individuals and potentially overlooking the importance of developing the wider workforce. In a service environment like an aquarium, where all staff contribute to the visitor experience, a more inclusive approach is required to maintain consistency across all roles.
[bookmark: _Toc1366902768]3.6 Theoretical Integration
These theories are complementary and highlight the importance of strategic HR management in service environments. Human Capital Theory and HPWS emphasise employee development, with HPWS offering a more integrated approach. The Psychological Contract explains how employee perceptions influence performance, while the Service-Profit Chain links these internal factors to customer outcomes. Talent Management further supports this by focusing on developing and retaining key roles. Overall, they demonstrate that investing in employee development, engagement, and structured HR practices is essential for consistent service quality and positive visitor outcomes. Despite their limitations, when applied together they provide a strong framework for designing an effective talent development strategy in a budget aquarium.
4. [bookmark: _Toc797662131]Advisory Operational Plan
[bookmark: _Toc1991622984]4.1 Objectives
The talent development plan aims to improve staff knowledge of marine life and exhibits while enhancing customer service and communication skills. It also focuses on increasing employee engagement and retention, creating clear career progression pathways, and ensuring consistent high-quality visitor experiences.
[bookmark: _Toc1266715095]4.2 Key Actions and Strategies
[bookmark: _Toc487876985]A. Structured Onboarding Programme
All new staff will complete a standardised induction, which involves covering aquarium values and service expectations, basic marine education, customer service and visitor engagement training, and essential health and safety procedures.
[bookmark: _Toc258581047]B. Continuous Training and Development
Staff will take part in monthly workshops focused on marine knowledge and storytelling skills, supported by on-the-job learning through shadowing experienced team members. In addition, short digital learning modules can be custom made and be provided to encourage continuous development.
[bookmark: _Toc1367105748]C. Career Pathways and Progression
[bookmark: _Int_NN6L5zDe]A clear progression route will be established, such as moving from visitor assistant to senior guide and then to supervisor, providing employees with a structured path for growth. Promotion opportunities will be encouraged before considering external hiring, and regular performance reviews will be conducted to align individual progress with development goals, avoiding the costs of hiring and training new staff while prioritising current staff.
[bookmark: _Toc1820695351]D. Mentoring and Coaching
Senior staff will be assigned as mentors to new employees, providing guidance and support as they settle into their roles. This will be reinforced through weekly informal coaching sessions on the floor, helping to build practical skills, boost confidence, and encourage continuous development.
[bookmark: _Toc700647081]4.3 Implementation Plan
	Stage
	Action
	Responsibility
	Timeline

	1
	Design onboarding programme
	HR manager
	Moth 1

	2
	Launch induction training
	HR and supervisors
	Month 1–2

	3
	Introduce monthly training sessions
	Education team
	Month 2 

	4
	Implement mentoring system
	Line managers
	Month 3

	5
	Launch career progression framework
	HR department
	Month 3-4

	6
	First performance review cycle
	Managers
	Month 6



[bookmark: _Toc2051582317]4.4 Resources Required
The plan will require a range of resources, including training materials such as marine education guides and service manuals, as well as access to a learning platform or digital training tools. Time will need to be allocated for staff training sessions, alongside a budget for staff rewards and recognition. In addition, management time will be essential to support coaching and conduct regular performance reviews (Duke University).
[bookmark: _Toc1297851598]4.5 Expected Outcomes
If successfully implemented, the plan will result in more confident and knowledgeable staff, improved consistency in visitor interactions, and higher employee engagement with reduced turnover. It will also provide clearer career development opportunities, helping employees see long-term progression within the organisation rather than viewing the role as temporary. In addition, the emphasis on structured training and development is likely to strengthen service quality, as well-trained staff are better able to deliver consistent and engaging visitor experiences. This aligns with research showing that investing in employee development improves both staff performance and organisational outcomes, including customer satisfaction and retention (Becker, 1993). Overall, these improvements will contribute to a more positive workplace culture and an enhanced visitor experience.
[bookmark: _Toc1995610869]5. Impact on Service, Hospitality & Guest Experience
The talent development plan for the aquarium at the Swansea Civic Centre is expected to positively impact employee performance, organisation goals, and the visitor experience. Structured training, mentoring, and career development will enhance staff capability and engagement, improving marine knowledge, communication skills, and role confidence. This is likely to create a more motivated workforce, which is critical in a high-contact service environment where employee behaviour directly shapes customer experience.
Service consistency will also improve through standardised onboarding and ongoing training, ensuring staff deliver reliable levels of accuracy, professionalism, and customer care. This reduces variability in visitor interactions and strengthens overall service quality. In addition, the plan reinforces the aquarium’s strategic focus on education and engagement by enabling staff to communicate marine conservation messages more effectively, enhancing the quality of the learning experience for visitors. Overall, improved employee performance is expected to drive higher visitor satisfaction and loyalty, increasing repeat visits and positive word-of-mouth, while strengthening the aquarium’s reputation as a credible and engaging educational attraction.
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