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Employee development is a vital component of effective performance management because organisational performance is influenced by the knowledge, capabilities, behaviours, and motivation of employees. Development is broader than simply providing training courses. It involves identifying individual and organisational requirements, agreeing realistic objectives, selecting suitable development opportunities, providing feedback, and evaluating whether learning improves workplace performance (Armstrong & Taylor, 2023). Effective development can also contribute to career progression, succession planning, and stronger workplace relationships.
This report examines personal and career development within Whisk & Rise, a fictional independent bakery. The organisation operates in a customer-focused environment in which employees need practical product knowledge, communication skills, teamwork, digital competence, and the ability to maintain ambitious standards during busy periods. The individual selected for development is an experienced bakery assistant who wishes to progress towards a supervisor/team-leader role.
The report critically assesses the organisational benefits of developing the individual while recognising potential costs and limitations. It examines how the employee's expectations should be managed and critically evaluates development vehicles including coaching, mentoring, on-the-job learning, job shadowing, job rotation, formal training, and e-learning. Finally, a detailed development plan is proposed and connected to performance management, appraisal, feedback, succession planning, confidentiality, and sustainable career development.






2 Critical Assessment of the Benefits of Developing Individuals in the Workplace
2.1 Performance and Productivity
A principal organisational benefit of employee development is the potential improvement in knowledge, skills, and performance. Human capital theory proposes that investment in education and training can increase an individual's productive capabilities (Becker, 1993). For Whisk & Rise, developing an experienced bakery assistant could therefore provide value beyond the employee's personal career ambitions.
The employee currently performs operational activities successfully but requires additional capabilities before undertaking supervisory responsibility. These include leadership, delegation, conflict management, performance feedback, and decision-making. Developing these areas could enable the individual to coordinate shifts more effectively, allocate responsibilities and deal with routine problems without requiring constant intervention from the bakery manager.
The benefits can consequently extend beyond individual productivity. A competent supervisor influences how effectively other employees’ work. For example, clearer allocation of responsibilities during busy periods could reduce duplication, wait times, and order mistakes.
However, development does not automatically improve performance. Baldwin and Ford (1988) demonstrate that transfer of training is influenced by the learner, training design, and workplace environment. If Whisk & Rise provides leadership training but gives the employee no opportunity to practise leadership, the organisational return may be limited. Development must therefore be accompanied by responsibility, managerial support, and opportunities to apply learning.

2.2 Motivation and Engagement
Development may improve employee motivation because it can demonstrate organisational investment in employees and provide opportunities for achievement and progression. Herzberg et al. (1959) distinguish between factors that prevent dissatisfaction and motivators such as achievement, recognition, responsibility, and advancement. Preparing the bakery assistant for greater responsibility could therefore create motivation through recognition and personal growth.
Self-determination theory provides another perspective. Ryan and Deci (2000) identify autonomy, competence, and relatedness as important psychological needs. Development can increase competence, while progressively allowing the bakery assistant to lead shifts can increase autonomy.
Greater motivation could benefit Whisk & Rise through improved initiative and willingness to contribute ideas. For example, the developing supervisor could identify improvements to online-order handling or customer service and encourage colleagues to participate.
Nevertheless, development can reduce motivation if expectations are poorly managed. If the employee interprets training as a guarantee of immediate promotion, disappointment may occur when no vacancy is available. Development therefore needs to be combined with honest career discussions.

2.3 Retention and Succession Planning
Employee development can contribute to retention by demonstrating that career opportunities exist within an organisation. Social exchange theory suggests that positive organisational treatment can encourage reciprocal positive attitudes and behaviour (Blau, 1964). Providing meaningful development may therefore strengthen commitment.
Retention is particularly important for a small organisation such as Whisk & Rise. Experienced employees possess practical knowledge of customers, products, and working procedures. Losing such employees may create recruitment and training costs as well as loss of tacit knowledge.
Development also supports succession planning. Instead of relying entirely on external recruitment when a supervisor or manager leaves, Whisk & Rise can develop internal employees capable of assuming additional responsibility. A career pathway is:
Bakery Assistant → Senior Bakery Assistant → Team Leader/Supervisor → Assistant Manager → Bakery Manager
This provides employees with a clearer understanding of progression while increasing organisational resilience.
However, development does not guarantee retention. An employee who gains recognised leadership skills may become more attractive to competitors. Whisk & Rise should therefore combine development with fair treatment, appropriate recognition, meaningful work, and realistic progression opportunities rather than assuming training creates loyalty automatically.

2.4 Customer Service and Workplace Relationships
Development can influence customer satisfaction because employees directly affect service experiences. The bakery assistant interacts with customers, colleagues and potentially delivery or digital-order processes. Developing communication, problem-solving and complaint-handling skills could therefore improve service quality.
Development can also strengthen internal relationships. Tuckman's (1965) model of group development suggests teams may experience stages of forming, storming, norming and performing. Disagreement is therefore not necessarily evidence of failure. A capable supervisor should be able to recognise differences and facilitate constructive resolution.
The employee's progression from colleague to supervisor creates a particular relationship challenge. Individuals who previously worked as equals may respond differently when one person gains responsibility for delegation and feedback. Leadership therefore requires interpersonal capability rather than reliance on authority.
Emotional intelligence is relevant because supervisors need awareness of their own behaviour and sensitivity to others (Goleman, 1998). Developing listening, empathy and conflict-management capabilities could help the employee maintain positive relationships while fulfilling supervisory responsibilities.
However, individual development cannot compensate for wider organisational problems. Training one employee in communication will have limited impact if senior management communicates inconsistently or tolerates disrespectful behaviour. Development therefore needs to operate within a supportive organisational culture.

2.5 Organisational Adaptability and Sustainability
Development can increase organisational adaptability by creating employees capable of learning new processes and responding to changing requirements. This is particularly important where customer expectations and digital technologies continue to influence retail and hospitality-style businesses.
Cross-training the bakery assistant across customer service, online ordering, stock control, and shift coordination could reduce dependence on individual employees. If one person is absent, another can undertake essential tasks. This supports organisational resilience.
Sustainable career development also requires a longer-term perspective. Senge (2006) argues that learning organisations encourage continuous development rather than viewing learning as a one-off activity. For Whisk & Rise, this means establishing an environment where employees learn from feedback, mistakes, and workplace experience.
Sustainability also has a human dimension. Development should not create excessive workload or require employees continually to undertake unpaid learning outside work. Long-term performance depends on balancing business requirements with employee wellbeing.

2.6 Critical Considerations and Limitations
Despite its potential benefits, employee development creates costs. These include training fees, management time, employee time away from normal duties and temporary reductions in productivity. These costs can be significant for a small organisation.
Another risk is inappropriate development. A generic management course may contain valuable theory but have limited relevance to the employee's actual responsibilities. Conversely, informal learning alone may reproduce existing poor practices.
Training should therefore follow an assessment of needs rather than being provided because it is available. Salas et al. (2012) emphasise that effective training involves what happens before, during and after the learning intervention.

3. Managing an Individual's Expectations in Respect of Personal Development

3.1 Identifying Expectations and Development Needs
Managing expectations begins with understanding what both the employee and organisation require. The bakery assistant may aspire to become a supervisor, while Whisk & Rise requires someone capable of leading colleagues, maintaining service standards and solving operational problems.
A development discussion should compare current capabilities with those required by the proposed role.
	Existing Strengths
	Development Needs

	Customer-service experience
	Leadership

	Product knowledge
	Delegation

	Reliability
	Conflict management

	Teamwork
	Giving performance feedback

	Practical problem solving
	Supervisory decision-making

	Basic digital competence
	Advanced system competence

	Good colleague relationships
	Managing former peers


This gap analysis provides a rational basis for development. It also prevents the employee from if superior performance in the current position automatically demonstrates readiness for management.

3.2 Career Pathways and the Psychological Contract
Rousseau (1995) describes the psychological contract as employees' beliefs about reciprocal obligations between themselves and their employer. These expectations may not appear in a formal employment contract but can significantly affect the employment relationship.
This is particularly relevant when discussing career development. If a manager tells the bakery assistant that they are being "trained for management", the employee may interpret this as a promise of promotion. Management may instead mean that the employee is being prepared for probable future opportunities.
Whisk & Rise should therefore explain that development provides an opportunity to demonstrate readiness but does not guarantee promotion by a particular date. Progression depends on demonstrated competence, organisational requirements, and the availability of suitable positions.
This should not be used to avoid commitment. The organisation should provide genuine development opportunities rather than encouraging the employee to undertake training with no realistic possibility of progression. Managing expectations therefore requires honesty from both sides.

3.3 SMART Objectives and Organisational Support
Development expectations should be translated into specific objectives. Locke and Latham (2002) demonstrate the importance of appropriately designed goals in directing attention and effort.
A vague objective such as "become a better leader" is difficult to evaluate. A SMART alternative would be:
Within three months, the bakery assistant will independently lead four team briefings, allocate duties, and communicate priorities, with structured feedback from the bakery manager following each briefing.
Another objective could be:
Within six months, the employee will coordinate three complete shifts with minimal manager intervention while maintaining agreed customer-service and order-accuracy standards.
These objectives clarify what successful development looks like.
The organisation must also provide support. Appropriate support structures include coaching, mentoring, protected development time, access to training, job shadowing, and opportunities to practise leadership. Responsibility should nevertheless be shared. The employee should complete agreed activities, request feedback, and apply learning.

3.4 Feedback, Appraisal, Fairness and Confidentiality
Formal appraisal provides an opportunity to review performance and career development. However, appraisal should complement rather than replace regular conversations. Armstrong and Taylor (2023) emphasise the continuous nature of effective performance management.
Whisk & Rise could use monthly development conversations combined with a formal six-monthly appraisal. The appraisal should examine agreed objectives, evidence of achievement, development requirements, and future career aspirations.
Assessment should be fair and evidence based. Adams' (1965) equity theory highlights the importance of perceived fairness. If development opportunities are allocated according to favouritism rather than transparent criteria, motivation and workplace relationships may suffer.
Evidence could include customer feedback, order accuracy, attendance, completion of PDP objectives, manager observations, and successful supervisory activities. Rather than recording that the employee has "poor leadership skills", the manager should identify specific behaviours requiring improvement.
Performance records should also be treated confidentially. Development discussions may contain sensitive information about performance, aspirations, or personal barriers. Records should be accurate and accessible only to people with a legitimate requirement to use them. Confidentiality helps maintain trust and encourages employees to discuss development needs openly.





4 Critical Evaluation of Development Vehicles

4.1 On-the-Job Training
On-the-job training is particularly appropriate for Whisk & Rise because many supervisory capabilities are practical. The bakery assistant could gradually take responsibility for briefings, task allocation, customer complaints, and shift coordination.
Kolb's (1984) experiential learning theory supports learning through experience, reflection, conceptualisation, and experimentation. Real workplace responsibilities therefore provide opportunities to apply theoretical knowledge.
On-the-job training is also relatively inexpensive. However, learning may be inconsistent, and employees can copy ineffective existing practices. Busy periods may also reduce the time available for explanation and feedback. It should therefore be structured around agreed objectives rather than relying on informal observation.

4.2 Coaching
Coaching is suitable for improving behaviours and encouraging reflection. Whitmore's (2017) GROW approach considers the Goal, Reality, Options and Will/Way Forward.
For example, if the employee struggles with delegation, a coaching conversation could establish the goal of confident task allocation, examine why the employee currently completes tasks personally, consider alternative approaches and agree practical actions.
Coaching is personalised and can encourage independent problem-solving. However, effectiveness depends on the manager's coaching capability. Poor coaching may become instruction rather than reflection. It also requires management time.
For Whisk & Rise, brief regular coaching sessions following practical leadership activities would provide a cost-effective solution.

4.3 Mentoring and Job Shadowing
Mentoring provides broader career guidance and allows an experienced person to share knowledge. The bakery manager could mentor the employee on the realities of supervision, including difficult conversations, decision-making and balancing employee, and customer requirements.
Mentoring could help manage career expectations because the employee gains a realistic understanding of management responsibilities. However, mentors may unintentionally reproduce their own assumptions and practices.
Job shadowing provides another opportunity. The bakery assistant could observe the manager undertaking stock management, shift planning, customer complaint resolution, and performance conversations.
Its limitation is that observation is not equivalent to competence. A stronger process would therefore be:
Observe → discuss → practise → receive feedback → perform independently.

4.4 Job Rotation
Job rotation can broaden the employee's understanding of the organisation. Campion et al. (1994) found links between job rotation and career-related learning.
The bakery assistant could gain experience across counter service, online orders, stock control, opening procedures, and shift coordination. A future supervisor benefits from understanding how these activities interact.
However, rotation can temporarily reduce productivity while the employee learns unfamiliar tasks. It should therefore be scheduled carefully and have explicit learning objectives.

4.5 Formal Training and E-Learning
Formal training can provide structured knowledge in leadership, conflict management, customer service, food safety, and performance management. Recognised training may also increase employee confidence.
The disadvantage is that formal learning can be expensive and may not transfer into workplace behaviour. Baldwin and Ford (1988) demonstrate that transfer depends partly on the environment to which employees return.
Therefore, after completing leadership training, the bakery assistant should immediately have opportunities to apply learning through supervised leadership responsibilities.
E-learning offers greater flexibility and can be useful for knowledge-based subjects. It is likely to be less disruptive and potentially less expensive than attending external courses.
However, e-learning is less suitable as the sole method for people skills. Reading about conflict resolution does not provide the same experience as conducting a difficult conversation. E-learning should therefore supplement practical development.
The module also identifies learning styles as relevant. Although individuals can have learning preferences, Pashler et al. (2008) found insufficient evidence to justify matching teaching strictly to supposed learning styles. Whisk & Rise should therefore avoid rigidly labelling the employee as a "visual" or "practical" learner. A mixture of observation, discussion, reading, practice, and reflection provides a stronger approach.

4.6 Action Learning and Reflective Practice
Action learning allows employees to develop capability while addressing genuine organisational problems. Revans (1982) emphasised learning through engagement with real problems.
The bakery assistant could lead a small improvement project, such as reducing incorrect online orders. The employee would identify causes, consult colleagues, implement an improvement, and evaluate the outcome.
This could simultaneously develop communication, leadership, problem-solving, and analytical capability while creating organisational value.
Its limitation is that inexperienced employees may require substantial support. The project should therefore be challenging enough to promote learning but achievable enough to avoid unnecessary failure.
Reflective practice can complement this process. After completing leadership activities, the employee could record what happened, what worked, what did not and what should change next time.

4.7 Selecting an Appropriate Development Approach
No single development vehicle adequately addresses all the bakery assistant's needs.
	Methods will be 1., on the job training 2. Coaching,3.job shadowing,4.job rotation, 5.formal training , 6. Action learning.
	Strengths,1. Practical and relevant, 2.individual help 3.realistic insight, 4. Broadens knowledge, 5. Structured knowledge, 6.real problem solving.
	Limits . 1. May reproduce poor practice,2. Requires manager time,3. Observation is insufficient,4. Short term disruption,5. Cost/transfer difficulties,6.Requires support. 

	Suitability 1. Extremely high, 2. Extremely high, 3. High,4. High, 5high 6.extremely high. 


A blended approach is therefore recommended. The employee should acquire knowledge through formal or digital learning, observe experienced practice, apply learning in real situations, and receive coaching and feedback.

 




Detailed Individual Development and Performance Management Plan


5.1 Individual Development Plan
	Development Need
	SMART Development Action
	Timescale
	Support
	Success Measure

	Leadership
	Lead four team briefings
	3 months
	Manager coaching
	Four completed with positive feedback

	Delegation
	Allocate duties during two shifts each week
	2 months
	Observation/coaching
	Less manager intervention required

	Communication
	Complete training and practise briefings
	3 months
	Manager/team
	Improved observed communication

	Conflict management
	Training plus role-play scenarios
	4 months
	Manager/mentor
	Demonstrates appropriate resolution

	Digital skills
	Complete advanced system training
	2 months
	Experienced colleague
	Independent accurate system use

	Performance feedback
	Conduct two supervised feedback discussions
	4 months
	Manager
	Appropriate feedback demonstrated

	Time management
	Coordinate busy-period responsibilities
	3 months
	Manager
	Tasks completed to required standards

	Problem solving
	Lead an improvement project
	6 months
	Manager/team
	Measurable improvement achieved

	Supervisory capability
	Lead three complete shifts
	6 months
	Manager/mentor
	Shifts completed with minimal support


The plan establishes development as an ongoing process rather than a collection of unrelated courses. It also provides evidence that can support future decisions about progression.


5.2 Monitoring Performance
Performance management should establish clear expectations and evaluate progress using evidence. Aguinis (2019) describes performance management as a continuous process through which performance is identified, measured, and developed in alignment with organisational goals.
Whisk & Rise should monitor the bakery assistant using measures such as:
1 order accuracy. 2 customer feedback. 3  shift coordination. 4 digital system competence.5 achievement of PDP objectives.6 communication and teamwork. 7 abilities to resolve routine problems. 8 level of manager intervention required.
Monthly one-to-one meetings should provide opportunities to review progress. More formal reviews could occur every three months, with a comprehensive appraisal after six months.
Feedback should be specific. Saying "your communication needs improvement" provides limited guidance. A more constructive example would be: "During today's briefing, duties were clearly allocated, but completion times were not explained. In your next briefing, confirm both responsibility and deadline."
This focuses on observable behaviour and provides an improvement action.
Underperformance should also be diagnosed before deciding on a response. A performance gap may result from insufficient training, unclear expectations, lack of resources, workload, or motivation. Additional training is appropriate only where the underlying cause involves a capability gap.

5.3 Evaluation of Development
Kirkpatrick and Kirkpatrick's (2016) four-level model provides a useful framework for evaluating the development programme.
Reaction: Did the employee regard the development as relevant and useful?
Learning: Has the employee acquired the required knowledge and skills?
Behaviour: Is learning being applied in the workplace?
Results: Has development contributed to improved organisational performance?
Whisk & Rise should place particular emphasis on behaviour and results. Completing a leadership course does not demonstrate leadership competence. Evidence should show that the employee can communicate, delegate and coordinate colleagues more effectively.
Possible organisational indicators include reduced order errors, positive customer feedback, smoother shifts, and reduced dependence on the bakery manager.
Nevertheless, causality must be considered critically. If customer satisfaction increases, employee development may be one factor, but product quality, staffing levels or other changes could also contribute. Evaluation should therefore combine quantitative indicators with observations and qualitative feedback.


5.4 Workplace Relationships and Sustainable Development
Successful development should improve collaboration rather than focus only on individual advancement. Edmondson (1999) demonstrates the importance of psychological safety in enabling team learning. Employees should be able to ask questions, report mistakes, and suggest improvements without inappropriate fear of embarrassment.
The developing supervisor should encourage open communication while maintaining accountability. This is particularly important when managing former peers.
Trust also matters. Dirks and Ferrin's (2002) meta-analysis demonstrate important relationships between trust in leadership and workplace outcomes. Whisk & Rise should therefore expect supervisors to demonstrate consistency, fairness, and respect.
Career development should also be sustainable. The bakery assistant should not be expected to complete excessive development outside working hours or accept continually increasing responsibilities without appropriate recognition. Development should create value for both employee and organisation.
Regular succession-planning discussions can determine whether the employee is ready for further responsibility. If performance evidence demonstrates supervisory competence and an appropriate vacancy becomes available, progression can be considered fairly against defined criteria.
.



This report has critically examined how developing an individual employee can contribute to improved performance, career development, and workplace relationships at Whisk & Rise Bakery.
Developing the bakery assistant towards a supervisor/team-leader role offers potential organisational benefits including improved capability, motivation, retention, succession planning, customer service, adaptability, and resilience. However, investment in development does not automatically produce these outcomes. Learning must be relevant, supported by management and applied within the workplace.
Managing expectations is particularly important. The employee should understand the available career pathway and the competencies required for progression while recognising that participation in development does not automatically guarantee promotion. SMART objectives, regular feedback, fair appraisal, and confidential performance records provide a transparent framework for managing this relationship.
The critical evaluation of development vehicles demonstrates that no single method is sufficient. On-the-job training provides practical experience, coaching supports reflection, mentoring provides career guidance, job rotation broadens understanding, and formal and digital learning provide theoretical knowledge. Action learning further enables the employee to develop capability while solving genuine workplace problems. Consequently, a blended approach is most appropriate.
The detailed development plan links each identified need with specific actions, timescales, support, and measurable outcomes. Integrating the PDP with regular performance reviews allows Whisk & Rise to evaluate whether learning produces behavioural and organisational improvements rather than simply recording course completion.
Effective employee development requires shared responsibility. Whisk & Rise must provide fair opportunities, support, feedback, and realistic career pathways, while the employee must engage with learning and apply it in practice. When these responsibilities are aligned, individual development can strengthen workplace relationships, improve organisational capability, and support sustainable performance.
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