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[bookmark: _Toc242456177][bookmark: _Toc242631558]Introduction
This report examines the importance of developing individuals in the workplace and shows how this can benefit employees and the organisation. The report is based on my workplace, Swansea Leisure Centre, where I work as a gym instructor and personal trainer. My role involves delivering one-to-one personal training sessions, delivering fitness classes, creating tailored training program plans, giving fitness advice, helping customers use the gym safely and effectively, and working alongside other gym instructors and personal trainers.
The main development issue identified in my workplace is that gym instructors can have different levels of knowledge and confidence when providing personal training session and giving different fitness advice to customers. This can lead to differences and confusion in the information customers receive. Developing employees is important because it can improve their knowledge, confidence and performance while also helping the organisation to retain more customers and provide a more consistent customer experience.
The report will examine the benefits of developing individuals, how development expectations can be managed, and different methods that can be used to support employee development. It will then apply these ideas to a 12-week workplace development plan. For this report I will use several theories and models from the module to support the report. The Michigan Model is used to link employee development with workplace performance. Senge's Learning Organisation is used to show how individual learning can support team learning. Holland's Career Theory is used to consider different career interests and development needs. SMART objectives are used to set clear goals, Miller's Pyramid, Kirkpatrick's model and the CPD cycle are used to assess, evaluate and support the ongoing development.
[bookmark: _Toc242456178][bookmark: _Toc242631559]Developing Individuals in the Workplace
Employee development can improve knowledge, skills and confidence, but training alone does not always lead to these improvements (Haile, 2021). Garavan et al. (2021), based on 119 studies, found that training had a great effect on organisational performance, and this effect has become stronger over time. This is important for gym instructors. Having good knowledge is essential, but they also need good communication, listening and decision-making skills. Kraiger and Ford (2021) explain that good training and effective learning are important for workplace development while Arabi and Garza (2023) say that learning something new does not always mean employees will use it effectively in the workplace. 
Development at Swansea Leisure Centre should focus on what employees actually do at work (Gemmano et al., 2022). Including observing how employees interact with customers, checking if the information they give is correct and seeing how confidently they communicate. The main focus should not only be on whether an employee completed the training, but on whether the training has led to better performance at work (Bhurtel & Bhattarai, 2023).
[bookmark: _Toc242631560]The Michigan Model
The Michigan Model of Human Resource Management can also be used to explain how employees can be developed in the workplace. Tamunimiebi et al. (2023) explain that the Michigan Model connects Human Resource practices, including recruitment, appraisal, rewards and employee development, to organisational performance. If employees are expected to improve, the organisation also needs to provide appropriate support, regular feedback and opportunities to use what they have learned.
At the leisure centre, employee development should focus on the needs and expectations of the gym team. For example, if staff are expected to provide consistent information about personal training, they need access to the same basic information, opportunities to discuss questions and feedback on their performance. 
[bookmark: _Toc242631561]Toulmin’s argument model 
[bookmark: _Toc242456179]Toulmin’s argument model uses a claim, evidence and reasoning to support an argument (Toulmin, 1958). At Swansea Leisure Centre, the claim could be that differences in gym instructors’ knowledge may lead to customers receiving inconsistent information. Workplace observations and knowledge tests could provide evidence to support this claim. This would explain how improving staff knowledge could help them give customers more consistent information.
Senge's Learning Organisation
Senge's learning organisation model shows that learning should be shared across the workplace rather than remaining with one individual (Zhang et al., 2022). Wiese et al. (2022) studied results from 7,758 teams across different studies and found that teams that learn and share knowledge tend to perform better. Harvey et al. (2022) also mentioned the importance of team learning in connecting individual and organisational learning. If gym instructors have different levels of knowledge, the solution should not be to send one person on a course. Employees should develop their skills individually and learn together as a team. Staff could discuss common customer questions, share useful information and agree on the basic guidance that should be given to customers. 
Another benefit of development is its possible effect on the customer experience. Customers are more likely to have confidence in a service when they receive clear and reliable information. However, there is a difference between consistency and giving everyone identical advice. Customers have different abilities, goals and circumstances, so staff still need to adapt their communication. Employee development should help staff build their knowledge and decision-making skills instead of simply following a set script. Ng et al. (2024) found that when employers support career development, employees can perform better and feel more connected to the organisation. This is important because employees may be more engaged when they can see how development relates to their future career. Completing additional training does not guarantee promotion, more clients or higher pay.
[bookmark: _Toc242456180][bookmark: _Toc242631562]Holland's Career Theory
Holland's Career Theory provides another useful way of looking at this issue. Holland (1997) said that people have different vocational interests and that career satisfaction can be affected by how well a person's interests fit their working environment. His theory identifies six main interest areas: realistic, investigative, artistic, social, enterprising and conventional. For gym instructors and personal trainers, some of these areas can be relevant. The social side of the role involves working with and helping customers. The practical side involves working with exercises and gym equipment. The enterprising side may become more important for employees who want to develop a career in personal training, as Personal trainer work involves communicating with clients, promoting services and building a client base.
Holland's theory should not be used to place employees into fixed groups. Instead, it can help managers understand their interests and support their development. Employee who enjoys working with customers but has little interest in sales may have different development needs from someone who wants to develop a career in personal training. Understanding these differences can help make development more individual and meaningful. One employee may need more knowledge, while another may need more confidence in communication or an opportunity to practise consultation skills. Development should consider the needs of the organisation and the interests and career aims of the employee.
There are also possible benefits for employee confidence and motivation. Employees who are given opportunities to develop may feel more capable in their role. Confidence should not be confused with competence. An employee can feel confident while still having gaps in their knowledge. Miller's pyramid shows this progression by moving from knowing information, to knowing how to use it, showing how it can be applied and finally performing the skill in practice (Miller, 1990). This is why workplace observation is important. If an instructor passes a knowledge test but cannot explain the information correctly to a customer, the development has not fully transferred into practice. Development should include knowledge and workplace performance. The main benefit of employee development is not that employees gain more qualifications. The best benefit is when learning improves behaviour, communication, teamwork and the service provided to customers. 

[bookmark: _Toc242456181][bookmark: _Toc242631563]Managing Development Expectations
Employee development needs to be managed carefully because employees and organisations may have different expectations. An employee may see development as a chance to get promoted, earn more money or gain more PT clients, while the organisation may be more focused on improving service, employee performance and customer satisfaction. These expectations need to be discussed before development begins. Development should be treated as a shared process rather than something that is given to an employee. Employees should understand why they need to develop, what they need to improve and how their progress will be measured. At the same time, the organisation needs to be clear about what support it can provide. Development may improve an employee's knowledge and confidence, but it cannot guarantee promotion, higher pay or a specific number of personal training clients. Employees should also have an active role in deciding what they need to develop, based on their needs, abilities and preferences (Svicher & Di Fabio, 2021). If a manager tells an employee that they have a knowledge problem, the employee may become defensive. Managers could ask employees which areas they feel less confident in, what questions they often receive from customers and what skills they would like to improve.
Smeets et al. (2021) found that support from supervisors, including feedback and guidance, can affect how employees learn from their mistakes. Managers should create a workplace environment where employees feel comfortable saying when they do not know something, without worrying that it will be seen as poor performance. Staff should have opportunities to discuss progress rather than waiting until the programme is finished. Regular short conversations could be used to identify problems, review progress and make changes where necessary. 
[bookmark: _Toc242456182][bookmark: _Toc242631564]SMART Objectives
SMART objectives can be useful in managing development expectations. Objectives should be specific, measurable, achievable, relevant and time bound. Rather than saying that an employee should improve their personal training knowledge, a more useful objective would be to improve their knowledge of personal training services and demonstrate the ability to explain these services accurately to customers within 12 weeks. Progress could be checked through a knowledge assessment and workplace observation. SMART objectives give employees a clear goal to work towards, but they also have some limitations. Some aspects of development are difficult to measure using simple numbers. Confidence, communication and the quality of customer interactions cannot be shown accurately through a score. It is important to look at other forms of development evidence, such as feedback, observations and regular conversations, when reviewing employee development.


Pearson’s RED model
Pearson’s RED model stands for Recognise assumptions, Evaluate arguments and Draw conclusions (Wulandari et al., 2021).  At Swansea Leisure Centre, it could help managers avoid making assumptions about gym instructors’ knowledge. Instead, they could use workplace observations and knowledge tests to check what employees know and identify any gaps. The results could then be used to decide what development and support staff need.
[bookmark: _Toc242456183][bookmark: _Toc242631565]Development Methods
Formal training can be helpful when employees need to learn the same basic knowledge. Structured sessions could be used to explain the personal training service, customer communication and when a customer may be referred to a personal trainer. The main advantage is that employees receive the same information. Training can be expensive and there is no guarantee that employees will use the information afterwards. Employees should have opportunities to apply what they have learned in the workplace.
Coaching is more focused on workplace behaviour. A manager or experienced colleague could shadow and observe the instructor speaking with a customer and provide feedback afterwards (Cannon-Bowers et al., 2023). For example, the coach could look at whether the instructor listened properly, asked appropriate questions, gave accurate information and explained the personal training service clearly.
Research suggests that workplace coaching can have a very beneficial outcomes. Cannon-Bowers et al. (2023) found that it can support employee development and improve performance, while de Haan and Nilsson (2023) also suggest that coaching can have a positive impact on employees. However, coaching is not always effective. The quality of the coach and how the coaching is delivered is important.
Nyfoudi et al. (2023) found that managerial coaching can support team performance, but this can also depend on factors such as team knowledge and the manager's learning orientation. This suggests that coaching should not involve telling employees what they have done wrong. It should involve discussion, reflection and practical improvement.
Mentoring is different from coaching because it can be more focused on longer-term development and career direction. An experienced personal trainer or instructor could support a less experienced employee by sharing knowledge and discussing career development. This could be useful for someone who is interested in progressing into personal training. The main risk with mentoring is that the mentor's knowledge may not always be correct or up to date. Mentoring should follow workplace standards and use up-to-date information. The mentor should support the employee's development instead of only sharing their own opinions.
Job shadowing could also be useful. An instructor who is interested in personal training could observe an experienced personal trainer carrying out a consultation, designing a programme or communicating with a client. This would allow the employee to see how knowledge is used in practice. It can also be a more affordable option than using external training. Job shadowing has the same problem as mentoring: employees can copy poor practice if the person they are observing does not work to the expected standard. Shadowing should be followed by discussion and feedback about what was observed and why particular approaches were used.
Peer learning is another effective method as the issue identified in this report is linked to differences in knowledge and practice among the gym team. Employees could discuss common customer questions, compare experiences and share information. This supports Senge's (1990) idea of team learning. However, peer learning can also create incorrect group habits if employees share information that is not evidence-based. For this reason, employees should follow clear workplace guidance when sharing knowledge.
360-degree feedback could also be useful because it allows employees to receive feedback from managers, colleagues and customers. It can identify areas where employees may not be aware of their own weaknesses that they could improve. Feedback may not always be completely objective, as personal relationships can affect how people respond. The feedback should focus on particular areas of performance rather than general statements about whether someone is good or bad at their job (Smither et al., 2005)
Drouvelis and Paiardini (2022) found that the quality of feedback can influence employee productivity, showing why feedback should be clear and useful during development. At the leisure centre, feedback could be based on areas such as how staff communicate, the accuracy of the information they provide, their listening skills and how they interact with customers.
Formal training can help employees gain consistent knowledge, while coaching can help them put this knowledge into practice at work. Mentoring can support longer-term career development, job shadowing can provide practical experience and peer learning can improve team knowledge. The development plan should use a combination of methods instead of relying on one type of training. This also supports the learning organisation approach, as development can take place at individual, team and organisational levels.
[bookmark: _Toc242456184][bookmark: _Toc242631566]Continuing professional development (CPD)
Continuing professional development (CPD) can provide longer-term support after the initial development programme. The CPD cycle encourages employees to identify development needs, plan learning, carry it out and reflect on the results. The weakness of CPD is that it can become a box-ticking exercise. An employee could complete several courses without actually changing their workplace behaviour. This is why CPD should focus on what has been learned and how it has been applied rather than simply counting the number of hours completed.
[bookmark: _Toc242631567]Proposed Development Plan
[image: ]The main development identified is to improve the consistency of gym instructors’ knowledge and communication when discussing personal training. The purpose is not to turn gym instructors into personal trainers. Instead, they should have enough knowledge to give accurate information, understand the role of personal training and recognise when a customer may benefit from speaking to a personal trainer. The development plan would run for 12 weeks and be divided into four stages. Please see the appendix A below illustrating the 12-week development plan.











Appendix A: 12-week Development Plan (Open AI, 2026).
During the first two weeks, employees would complete a short knowledge assessment and self-assessment. The knowledge assessment could cover the personal training service, professional boundaries, basic customer communication and appropriate referral to a personal trainer. Employees would also be asked to identify areas where they feel less confident. 
A manager or experienced staff member could also observe how employees interact with customers during their usual work. They could assess whether the information provided is correct and look at communication, listening skills and confidence. The first assessment is important because it shows employees' starting level. Without this information, it would be harder to measure whether the programme has helped them improve.
Weeks three to five would focus on shared learning. Short team sessions could cover the role of the gym instructor, the role of the personal trainer, the personal training service, customer communication and when to refer a customer to a personal trainer. Staff could also discuss common customer questions and situations that they have experienced. This stage would include formal learning with peer learning. It would also support Senge's concept of team learning by allowing employees to learn from each other.
Weeks six to nine, employees would put their learning into practice with support from a coach. Their work would be observed, followed by feedback to help them understand what they are doing well and where they could improve. The observation could look at whether the employee gives accurate information, listens to the customer, asks appropriate questions, communicates clearly and knows when to refer the customer to a personal trainer. The employee should also have the opportunity to reflect on the interaction and identify ways to improve their approach to work (Demerouti et al., 2021). It should be able to explain what went well, what could have been better and what they would do differently next time.
Weeks ten to twelve would focus on review and evaluation. Employees could complete the knowledge test again, and the results of workplace observations could be compared with the first assessment. Employees could also repeat their confidence assessment and discuss whether they feel the development has been useful. The targets could include scoring at least 80% in the knowledge test, showing better communication with customers and providing information about personal training that matches the agreed guidance. A target of 90% consistency could be set, although the final target should be decided once the initial results are available.
Customer feedback and enquiries about personal training could also be tracked. However, these results may be influenced by the number of members, marketing activities, seasonal changes and customer demand. Therefore, it would be difficult to claim that any increase was caused only by the development programme. The plan should also make clear who is responsible for each task. The manager would organise the programme and provide coaching or arrange for someone else to deliver it. Experienced gym instructors or personal trainers could help by sharing their knowledge and observing employees at work. Employees would need to take part in the activities, complete the agreed tasks and use what they have learned in their daily work (Suhaimy et al., 2023). The plan should not create too much administration work or take up too much staff time, as this could affect customer service. Short and regular activities would be easier to manage than long training sessions that may be difficult to fit into the gym's daily routine.

[bookmark: _Toc242456185][bookmark: _Toc242631568]Performance Management 
Employee development should be included in regular performance reviews instead of being treated as a separate training activity. Performance management should involve setting expectations, supporting employees, monitoring progress and reviewing performance. Employees are more likely to improve when they can put their learning into practice at work.
The Michigan Model also relates to this approach, as it connects activities such as performance reviews and employee development with staff performance and the results achieved by the organisation. Development objectives should be connected to the employee's normal role. For a gym instructor, this could include customer communication, knowledge, health and safety, class delivery and awareness of the personal training service. Regular feedback should be used instead of relying only on an annual review. Short conversations after observations would allow employees to understand what they are doing well and what they need to improve. 
[bookmark: _Toc242456186][bookmark: _Toc242631569]Evaluating the Development Plan and Workplace Relationships
The proposed plan combines different development methods. Formal training can help ensure that all employees receive the same information, while coaching and observation can help them use this knowledge in their everyday work. Mentoring and peer learning can provide longer-term support. This is important because employees have different levels of experience, confidence and career interests. Holland's theory also suggests that employees may have different career interests. Someone who wants to progress into personal training may be interested in additional development opportunities, while another employee may prefer to focus on becoming a stronger gym instructor.
The plan also has some drawbacks. One issue is time. Gym instructors have to continue supporting customers while taking part in development activities. Spending too much time on training could affect the quality of service provided to customers.  Another issue is employee engagement. Not every employee will have the same interest in development. Some may feel that they already have enough experience or may not see personal training as part of their career. This is why development expectations need to be discussed with employees.
There is also a problem with measuring the effect of the programme. For example, more customers asking about personal training could indicate progress, but it would not necessarily mean that the development programme was responsible for the increase. Marketing, membership numbers, seasonal changes and customer demand could also influence the results. The programme should be evaluated using different measures instead of depending on a single result.
The same applies to confidence. Employees may feel more confident after training, but this does not necessarily mean they have the skills and knowledge needed to do the job well. This is why the plan uses self-assessment alongside knowledge tests, workplace observations and feedback. Miller's Pyramid is relevant because it shows the difference between knowing information and being able to demonstrate and use it in practice.
The results should also be checked after the 12-week programme has ended. Employees may forget what they have learned if they do not get the chance to use it regularly at work. Short team discussions, observations and CPD activities would help maintain the improvements. This reflects the learning organisation approach because learning becomes part of everyday work instead of happening only once. 
The plan could also be evaluated using Kirkpatrick's model (Kirkpatrick, 1994). The first level looks at how employees felt about the training and whether they found the sessions useful. The second level measures what employees have learned through knowledge tests. The third level looks at changes in employee behaviour, which can be checked by observing them at work. The fourth level looks at the overall results, including whether employees provide more consistent information and whether customer experiences improve. Using these levels would provide a more complete evaluation rather than just recording whether employees attended training.
Good workplace relationships are also important for the plan to work. If employees feel that the aim of development is to point out their mistakes, they may be less comfortable talking about areas where they need support. Managers should explain that finding areas where employees need to improve is a normal part of learning and does not mean they have done a bad job.
Smeets et al. (2021) show that the way supervisors support employees can affect how they learn from their mistakes. Managers should give helpful feedback while making sure employees follow professional standards. It is important to support staff while also holding them responsible for their actions. Issues involving health and safety or incorrect professional advice still need to be addressed appropriately.
Team learning can also improve workplace relationships because employees have opportunities to share knowledge and discuss different experiences. Rather than everyone working on their own, staff can agree on how to give customers the right support. This could help reduce differences in the information staff provide and make it easier to direct customers to the right service.
[bookmark: _Toc242456187]However, employees should not be expected to work in exactly the same way. They have different skills and experiences that can benefit the team. The aim is to make sure everyone follows the correct guidance and professional standards while still allowing them to communicate with customers in their own way and use their judgement.
[bookmark: _Toc242631570]Conclusion
Developing employees can benefit both staff and the organisation, but training alone does not guarantee better performance at work. The issue discussed in this report shows that employee development should involve more than individual training. Differences in gym instructors' knowledge also show the need for the team to learn and share information together. Senge's learning organisation model provides a useful framework because it shows the importance of personal development, team learning and understanding how the workplace operates. The Michigan Model also demonstrates the importance of connecting development with human resource activities such as performance management and appraisal. Holland's Career Theory provides another useful perspective by recognising that employees have different interests and career goals. Both theories show why development should meet the needs of the organisation while also considering individual employees.
Formal training helps ensure that employees have the same basic knowledge, while coaching and observation help them apply what they have learned in their daily work. Mentoring and job shadowing can help employees gain experience and develop their careers, while peer learning and CPD can help staff continue learning and sharing knowledge. The proposed 12-week plan provides a structured areas for improvement, support employee learning, put new skills into practice and reviewing the results. By using knowledge tests, workplace observations, feedback and employee reflection, the plan checks whether staff can use what they have learned rather than just whether they attended the training.
[bookmark: _Toc242456188]The plan may face some challenges, such as limited time, low employee involvement and difficulties in showing whether the programme has led to certain results. Therefore, the plan should be reviewed regularly and changed where necessary.  Employee development at Swansea Leisure Centre could help staff improve their knowledge, confidence, communication skills and career prospects, while also encouraging better teamwork and more consistent service (Bagdadli et al., 2021). The biggest benefit is likely to come when employees share what they have learned with their colleagues and use it in their everyday work.
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