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Developing Individuals in the Workplace: A Retail Team Member Development Plan


1. Introduction
Employee development is important in human resource management because employees need the right knowledge, skills and confidence to meet organisational objectives. In retail, employees must provide good customer service, work effectively in teams, respond to changing customer needs and support business performance. Developing employees can benefit both individuals and organisations by improving performance, motivation and career opportunities.
This assignment examines employee development in a retail organisation through a realistic scenario based on retail management experience. The selected employee, referred to as Employee A to protect confidentiality, is an experienced retail team member who wants to progress into a team leader role. Although Employee A demonstrates good customer service and reliability, they need further development in delegation, decision-making, performance management and leading colleagues. These areas form the basis of a structured development strategy.
The assignment examines the impact of employee development using the Michigan Model of Human Resource Management and five key areas of talent development. It then explores managing employee expectations through Holland’s theory of vocational choice and Schein’s career anchors, considering how the employee’s interests and motivations can align with organisational needs.
The assignment also evaluates development methods, including coaching, mentoring, training and work-based learning. A training needs analysis and Personal Development Plan (PDP) are then developed, supported by performance management, feedback and assessment. Kirkpatrick’s evaluation model and Miller’s assessment pyramid are considered to measure progress.
The main argument is that employee development should be continuous rather than a one-off training activity. It should balance individual career goals with organisational objectives through clear expectations, suitable learning opportunities and measurable outcomes.


2. Main Findings
2.1 Impacts of Developing Individuals in the Workplace
Employee development improves the knowledge, skills, attitudes and behaviours needed to perform well in a current role and prepare for future responsibilities. In retail, this is important because customer expectations, technology, products and operational demands can change quickly. Appropriate support can help employees become more confident, productive and adaptable.
Development can improve customer service, employee engagement and team performance. For example, training in handling complaints can help employees resolve issues independently, while learning to organise shifts and delegate tasks can help maintain standards during busy periods. These skills can also reduce pressure on managers.
However, development does not always improve performance. Training may have limited impact if employees cannot apply what they learn, receive little managerial support or lack opportunities to practise. Development should therefore meet workplace needs and be supported by the organisation.
The Michigan Model of Human Resource Management
Fombrun et al. (1984) developed the Michigan Model, which links human resource management with organisational strategy. It identifies four connected HR practices: selection, appraisal, rewards and development. The model is useful because it shows how these activities can support organisational goals. However, its focus on performance may overlook employee wellbeing and individual aspirations if applied too rigidly.
Selection- Selection involves identifying people with the right skills and potential for a role. Employee A has demonstrated reliability, product knowledge and good customer communication, providing a foundation for leadership.
However, strong customer service does not automatically mean someone can supervise others. Managers should also assess leadership potential, communication, willingness to accept responsibility and fair decision-making. A clear promotion process helps employees understand expectations and supports fairness. In contrast, promotion based only on personal relationships or length of service may overlook capable candidates and reduce trust.
Appraisal- Appraisal reviews employee performance against agreed expectations. Employee A could be assessed through customer feedback, attendance, task completion, teamwork and communication with colleagues.
Appraisals should also identify development needs and future goals. Regular one-to-one meetings could help Employee A discuss strengths and areas needing support. However, appraisals may become a paperwork exercise if they focus on forms rather than improvement. Feedback may also cause defensiveness if viewed as unfair or overly critical. Using evidence, encouraging two-way discussion and setting realistic goals can make appraisals more effective.
Rewards- Rewards recognise employee contributions and encourage positive performance. In retail, these may include pay increases, promotion, additional responsibilities, recognition or access to development programmes.
Recognising Employee A for leading a shift successfully or resolving a complaint could build confidence and encourage further learning. However, employees value different rewards, including responsibility, flexibility and career progression. Recognition alone may not maintain motivation if promotion opportunities are limited or decisions seem unfair. Managers should explain promotion criteria clearly and reward meaningful contributions.
Development- Development prepares employees for current and future responsibilities. Employee A could receive coaching in delegation, training in performance conversations and supervised opportunities to lead a shift.
Developing existing employees can reduce reliance on external recruitment, retain organisational knowledge and show staff that progression is possible. However, development requires time, resources and management support. Giving employees extra responsibilities without adequate training may increase stress rather than improve performance. Clear expectations, regular feedback and opportunities to practise are therefore essential.
Overall, the Michigan Model provides a useful framework for linking employee development with organisational performance. Its strength is the connection between selection, appraisal, rewards and development. However, managers should apply it flexibly because employees have different motivations, learning needs and circumstances.
Five Key Areas of Talent Development
The five areas of talent development show how organisations can attract, motivate and retain employees while improving their skills and abilities (Armstrong & Taylor, 2023).
1. Attracting and retaining talent
Retail organisations often compete to recruit and retain reliable employees. Offering clear development opportunities can attract new staff and encourage existing employees to stay. Employee A may be more likely to remain with the organisation if there is a realistic opportunity to progress into leadership.
Retaining experienced employees is valuable because they understand store procedures, customer needs and daily operations. Losing them can increase recruitment and training costs and affect customer service.
However, progression opportunities must be realistic. Promising promotions without clear criteria or available positions can damage trust. Managers should be honest about opportunities and explain the skills needed for progression.
2. Motivating and engaging employees
Motivation influences the effort employees put into their work, while engagement reflects their involvement and commitment. Development can improve both by building confidence, skills and a sense of achievement.
Employee A could become more engaged by helping plan shifts, supporting new employees and suggesting customer service improvements. These tasks would provide useful leadership experience.
However, extra responsibilities should not become unrecognised or unpaid work. Managers must provide suitable support, recognition and a manageable workload.
3. Building the employer brand
An employer brand is how an organisation is viewed as a place to work. Businesses that offer fair treatment, training and promotion opportunities may attract more employees and improve staff loyalty.
For example, a retailer that regularly promotes team members into leadership roles shows that it values employee development. This can strengthen its reputation and build trust among staff.
However, the organisation must deliver what it promises. Advertising development opportunities without providing them can lead to dissatisfaction and damage its reputation.
4. Creating a values-based culture
A values-based culture encourages employees to follow organisational values such as respect, honesty, teamwork and customer focus. Development helps employees understand how these values should influence their behaviour.
Employee A's leadership development should include fairness, confidentiality, inclusion and respectful communication. Meeting business targets should never come at the expense of treating colleagues fairly.
Managers must also demonstrate these values. If senior staff behave inconsistently or communicate poorly, training alone will not create a positive workplace culture.
5. Developing people's capabilities
Developing capabilities means improving the knowledge, skills and behaviours employees need to perform effectively. Employee A needs both practical retail knowledge and leadership skills.
Practical training may include stock control, cash handling, health and safety and opening or closing procedures. Leadership development may focus on delegation, prioritising tasks, managing conflict and giving feedback.
This is important because being good at a current role does not automatically mean an employee is ready for promotion. Employees must develop the additional skills needed to manage people and take greater responsibility.
Overall, these five areas show that employee development should support both individual career goals and organisational needs. Managers must provide opportunities, guidance and recognition while ensuring development improves business performance (CIPD, 2025a).
2.2 managing employee expectations.
Managing employee expectations means understanding employees' career goals while being realistic about what the organisation can offer. Employees may want promotion, higher pay, recognition or more responsibility. Managers must balance these expectations with business needs, budgets and available positions (Armstrong & Taylor, 2023).
Employee A wants to progress from retail team member to team leader. This is mainly career development, although it also involves management development because leadership and supervisory skills are needed.
The manager should discuss Employee A's reasons for wanting promotion, confidence, preferred learning methods and understanding of the role. Not every experienced employee wants to become a manager, so individual goals must be considered.
Employee A should also understand that completing a Personal Development Plan (PDP) does not guarantee promotion. Clear promotion criteria, honest communication and regular reviews can help manage expectations.
Holland's Model of Vocational Choice
Holland's (1997) theory suggests that people are more likely to enjoy work that matches their interests and personality. The model identifies six categories, known as RIASEC:
· Realistic: Enjoys practical and hands-on tasks.
· Investigative: Enjoys analysing information and solving problems.
· Artistic: Prefers creative and flexible activities.
· Social: Enjoys helping and communicating with others.
· Enterprising: Enjoys leading, influencing and achieving goals.
· Conventional: Prefers organisation, routines and structured tasks.
Employee A may show Enterprising characteristics because team leadership involves guiding colleagues, organising work and meeting targets. Social characteristics may also apply because team leaders support colleagues and customers. Conventional interests may help with rotas, stock records and following procedures.
However, these are only possibilities. The manager should discuss Employee A's interests and observe their behaviour rather than assume they fit a particular category.
A strength of Holland's model is that it helps managers understand employee interests and choose suitable development activities. However, people may fit several categories, and their interests can change. Career opportunities also depend on factors such as qualifications, personal circumstances and available vacancies.
Nordvik (1991) suggests that vocational interests and career goals are connected but are not the same. Holland's model should therefore support career discussions rather than determine whether someone is suitable for leadership.
For Employee A, the manager could explore which tasks they enjoy most. If they enjoy organising work and supporting colleagues, supervised shift leadership may be suitable. If they lack confidence in difficult conversations, coaching could help develop this skill.
Schein's Career Anchors
Schein's (1996) career anchors framework explores the values and motivations that influence career decisions. Career anchors represent what individuals consider most important in their working lives.
The eight career anchors are:
1. Technical/functional competence.
2. General managerial competence.
3. Autonomy/independence.
4. Security/stability.
5. Entrepreneurial creativity.
6. Service/dedication to a cause.
7. Pure challenge.
8. Lifestyle integration.
These anchors can help managers understand what motivates Employee A.
For example, general managerial competence may apply if Employee A enjoys leading people and making decisions. Service/dedication may be important if they enjoy helping customers and colleagues. Security/stability may also influence their willingness to accept additional responsibilities.
The manager should discuss what Employee A hopes to gain from promotion rather than assume their main motivation is higher pay or status.
Understanding these motivations can make the PDP more relevant. Someone interested in management may benefit from leading shifts, while an employee motivated by helping others may enjoy coaching new starters.
However, career anchors have limitations. Employees may value several things at once, and their priorities can change over time. For example, someone may want promotion while also protecting their work-life balance.
Schein's framework should therefore be used flexibly. Alongside Holland's model, it helps managers understand both the work employees enjoy and what they value in their careers.
Matching Individual Development with Organisational Needs
Employee development is most effective when personal career goals support organisational needs. Focusing only on employee ambitions may develop skills the business does not need, while focusing only on business targets may reduce employee motivation (Armstrong & Taylor, 2023).
In retail, organisations need team leaders who can maintain customer service, organise shifts, support colleagues and manage daily problems. Employee A's career goals could support these needs if the right skills are developed.
Holland's model helps identify the type of work Employee A enjoys, while Schein's career anchors explore their motivations. The Michigan Model links employee development with wider organisational objectives.
A practical approach involves three stages:
1. Identify career goals: Discuss Employee A's interests, motivations and preferred responsibilities.
2. Assess current skills: Compare existing abilities with the requirements of a team leader role.
3. Agree development activities: Create a PDP that addresses skills gaps and supports business needs.
For example, Employee A may provide excellent customer service but have limited delegation experience. Supervised shift leadership could help develop this skill. If they lack confidence in giving feedback, coaching and role-play could provide useful practice.
The manager must also consider available opportunities. If promotion is not immediately possible, Employee A could gain experience through temporary leadership duties, additional projects or cross-training. However, the manager should remain honest about future vacancies.
Overall, matching individual and organisational needs benefits both sides. Employee A develops leadership skills and a clearer career pathway, while the organisation builds internal talent and reduces reliance on external recruitment. Clear expectations, fair opportunities and regular reviews are essential for success.

2.3 What Development Vehicles Are Available and Suitable for the Individual?
Once development needs have been identified, the next step is to decide how Employee A will develop the required skills and knowledge. Methods include formal training, coaching, mentoring, job shadowing, job rotation and practical experience. (Armstrong & Taylor, 2023)
A combination of training and workplace learning is most suitable because leadership skills require practical experience, decision-making and regular feedback.
Formal Training
Formal training provides structured learning in areas such as performance management, health and safety, customer complaints, equality and diversity, and workplace procedures.
For example, Employee A could attend a workshop on handling difficult conversations and practise through role-play before applying these skills at work.
Formal training ensures employees receive consistent information. However, it can be costly and may have limited impact without practical experience. Training should therefore be followed by opportunities to apply learning.
Coaching
Coaching helps employees improve through feedback, reflection and goal-setting. A manager could coach Employee A after leading a shift by discussing what went well and what could be improved.
For example, they could review how tasks were delegated, priorities were managed and staffing problems were handled.
Coaching encourages employees to take responsibility for their development. However, it requires time, trust and good communication. Managers should encourage reflection rather than simply provide instructions.
Mentoring
Mentoring involves an experienced employee supporting another person's career development. Employee A could be mentored by an experienced team leader or assistant manager.
The mentor could provide guidance on decision-making, managing conflict, organising workloads and supporting colleagues. This would help Employee A understand the responsibilities of leadership.
Mentoring provides practical knowledge and experience. However, its success depends on the relationship, and mentors may pass on outdated practices. Clear objectives and regular reviews are therefore important. (Chartered Institute of Personnel and Development [CIPD], 2025a).
Job Shadowing
Job shadowing allows Employee A to observe an experienced team leader carrying out daily responsibilities, such as organising shifts, delegating tasks, managing complaints and maintaining standards.
This helps Employee A understand the role and identify areas for improvement.
However, observation alone does not develop practical ability. It should be followed by discussion, feedback and opportunities to practise.
Job Rotation and Stretch Assignments
Job rotation allows employees to gain experience in different areas of the business. Employee A could learn more about stock control, deliveries, customer complaints and closing procedures.
Stretch assignments involve taking on new responsibilities, such as leading a team briefing, organising a stockroom task or supervising part of a shift.
These activities can improve confidence, problem-solving and leadership skills. However, responsibilities should increase gradually to avoid unnecessary pressure, with support available when needed.
Selecting the Most Suitable Combination
A blended approach is recommended because each method supports different learning needs. Formal training provides knowledge, job shadowing demonstrates good practice, coaching encourages improvement, and supervised tasks allow employees to apply their skills.
Employee A should progress from observing experienced leaders to practising tasks with support before working more independently. This allows the manager to assess progress and identify further development needs.
Cost and available resources must also be considered. Internal coaching and mentoring may be cheaper than external training, but still require staff time and support.
Overall, the most effective approach is one that meets Employee A's development needs, supports organisational goals and leads to measurable improvements in workplace performance.

2.4 Identifying Development Needs for an Individual and Performance Management
Employee development should be based on evidence rather than assumptions. A Training Needs Analysis (TNA) identifies the skills, knowledge and behaviours required for a role, while a gap analysis compares these requirements with the employee's current abilities. (Aguinis, 2019; CIPD, 2026).
For Employee A, the manager should review the team leader job description, organisational policies and performance expectations. Current skills can then be assessed through observation, appraisals, self-assessment and feedback.
Training Needs Analysis and Gap Analysis
A TNA considers three levels:
· Organisational analysis: Identifies business needs, such as effective shift leadership, customer service and following procedures.
· Task analysis: Identifies team leader responsibilities, including delegation, communication, monitoring standards and solving problems.
· Individual analysis: Identifies Employee A's strengths and weaknesses, such as strong customer service but limited leadership and delegation experience.
The gap analysis is provided in Appendix A.
However, performance gaps are not always caused by a lack of skills. Employees may lack time, resources, authority or management support. Managers should identify the cause before deciding whether training is needed (CIPD, 2025b).
Personal Development Plan (PDP)
The PDP is provided in Appendix B.
A PDP should include clear, realistic and measurable objectives. SMART goals help employees understand what they need to achieve (Doran, 1981). For example, rather than setting a goal to "improve leadership", Employee A could aim to lead a supervised shift briefing and delegate tasks successfully within two months.
Employee A should take responsibility for completing development activities and reflecting on feedback. The manager must provide suitable learning opportunities, guidance and regular support.
Performance Management and Continuous Review
Performance management involves setting expectations, monitoring progress, providing feedback and agreeing improvements. It helps connect employee development with organisational goals (Aguinis, 2019).
Employee A could have monthly PDP reviews and informal discussions after supervised shifts. Progress could be measured through observations, customer feedback, task completion and employee reflections.
However, performance measures should not be considered alone because staffing levels, customer demand and other workplace factors can affect results.
Managers should also distinguish between capability and conduct. Employees who lack skills may need training, while those who understand expectations but repeatedly fail to follow them may require a different response.
Kirkpatrick's Four-Level Training Evaluation Model
Kirkpatrick and Kirkpatrick (2006) identify four levels for evaluating training:
Level 1: Reaction
Measures how Employee A responds to training. Short feedback forms could assess whether the training was useful and relevant. However, enjoying training does not prove learning has occurred.
Level 2: Learning
Assesses whether knowledge and skills have improved. Employee A could complete knowledge checks or role-play activities involving delegation and feedback.
Level 3: Behaviour
Examines whether learning is applied at work. The manager could observe Employee A leading briefings, delegating tasks and handling customer problems. This is important because understanding a skill does not guarantee its practical use.
Level 4: Results
Considers the wider impact of development, such as improved customer service, fewer mistakes and better teamwork. However, improvements may also result from staffing changes or other factors, so training should not automatically receive all the credit.
Kirkpatrick's model is useful because it measures more than training attendance. However, evaluation can take time and resources, so the methods used should be suitable for the development programme.
Miller's Pyramid of Assessment
Miller's (1990) pyramid identifies four levels of competence: knows, knows how, shows how and does. These can be applied to Employee A's leadership development.
· Knows: Employee A understands delegation and feedback procedures, assessed through questions or knowledge checks.
· Knows how: Employee A explains how to organise tasks or handle performance concerns using workplace scenarios.
· Shows how: Employee A demonstrates leadership skills through role-play or simulated situations.
· Does: Employee A applies these skills during real shifts, observed by the manager.
The model is useful because it separates theoretical knowledge from practical ability. Employee A may understand leadership procedures but struggle to apply them under pressure.
However, Miller's model was originally developed for professional education and does not cover every aspect of management development. It should therefore be combined with workplace observation and feedback.
Formative and Summative Assessment
Formative assessment takes place during development and helps employees improve. For Employee A, this could include coaching, feedback after shifts, role-play and reflection.
This allows weaknesses to be identified early and gives the manager opportunities to adjust the development plan.
Summative assessment measures achievement at the end of a development period. For example, Employee A could complete a final supervised shift after six months and be assessed against team leader requirements.
Both methods are important. Regular feedback supports improvement, while final assessment provides evidence of achievement. Decisions should consider overall progress rather than one successful or difficult shift.
Feedback Strategies and Performance Appraisals
Feedback should be clear, timely and based on observed behaviour. Rather than telling Employee A to "be more confident", the manager could explain that shift instructions were clear but colleagues' understanding needed checking.
The situation–behaviour–impact approach could be used to explain what happened, how the employee behaved and the effect of their actions.
Feedback should also be two-way. Employee A may identify difficulties such as unclear instructions, competing priorities or limited authority. This helps managers understand whether problems are caused by skills gaps or workplace conditions.
Formal appraisals can review achievements, career goals and PDP progress. However, they should not replace regular feedback.
Assessment should also consider customer service, teamwork, compliance and leadership rather than focusing only on speed or task completion.
Reviewing the Overall Development Strategy
The proposed strategy combines needs analysis, a PDP, workplace learning, feedback and assessment. This provides stronger evidence of progress than relying on one training course or a manager's opinion.
The PDP should remain flexible if Employee A's goals or organisational needs change. For example, the employee may decide to pursue a specialist role rather than management.
Fairness and confidentiality are also important. Development opportunities should be accessible, records handled appropriately and promotion decisions based on evidence.
Finally, the organisation should consider whether development benefits justify the time and resources invested. Successful development may improve employee retention, internal promotion and service standards, although these benefits should be measured rather than assumed.
Overall, effective employee development requires regular support, fair assessment and continuous improvement to benefit both Employee A and the organisation.



3 Conclusion
This assignment has explored the importance of employee development through the example of Employee A progressing from retail team member to team leader. Effective development involves identifying skills gaps, understanding career goals and supporting organisational needs.
The Michigan Model and five areas of talent development show how developing employees can improve performance, motivation and retention. Holland's theory and Schein's career anchors help managers understand employee interests and career motivations, although both should be used alongside practical assessment.
A combination of training, coaching, mentoring, job shadowing and supervised experience is recommended for Employee A. The Training Needs Analysis (TNA) and Personal Development Plan (PDP) provide clear goals, while Kirkpatrick's model, Miller's pyramid and regular feedback help measure progress.
Overall, employee development should be a continuous process supported by clear expectations, fair opportunities and regular reviews. For Employee A, this can build confidence, leadership skills and career opportunities. For the organisation, it can improve team performance, retain experienced employees and support future leadership needs.
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Appendices/
1. Gap analysis 
The following table illustrates a proposed analysis. The ratings are hypothetical and should be confirmed through an actual discussion and assessment.
	Competency
	Current position
	Required standard
	Development gap

	Customer service
	Competent
	Consistently high standard
	Low

	Operational procedures
	Good working knowledge
	Independent application
	Low to moderate

	Delegation
	Limited experience
	Allocate and monitor tasks effectively
	High

	Communication
	Effective with customers
	Confident team briefings and feedback
	Moderate

	Decision-making
	Handles routine issues
	Resolve problems within authority
	Moderate

	Performance management
	Limited experience
	Give constructive feedback and escalate concerns
	High

	Shift organisation
	Some informal experience
	Coordinate priorities and staffing tasks
	Moderate to high



This analysis indicates that Employee A does not need to repeat training in every aspect of the existing role. Development should focus on the gaps most relevant to leadership. This makes the plan more efficient and reduces the risk of providing training that adds little value.







2. PDP.
The PDP translates the findings of the TNA into specific actions, deadlines and measures of success. It should be agreed collaboratively between Employee A and the manager.
	Development objective
	Actions and support
	Success measure
	Timescale

	Improve delegation
	Shadow a team leader and allocate tasks during supervised shifts
	Tasks are allocated clearly and completed within agreed timescales
	Months 1–2

	Improve communication
	Attend a short training session and practise team briefings
	Briefings are clear, accurate and understood by colleagues
	Months 1–2

	Develop decision-making
	Review case studies and handle routine issues under supervision
	Appropriate decisions are made within delegated authority
	Months 2–3

	Build performance management skills
	Observe feedback discussions and practise role-play
	Gives specific, respectful and constructive feedback
	Months 2–3

	Develop shift leadership
	Lead selected shifts with a manager available for support
	Meets agreed operational, service and compliance standards
	Months 3–5

	Review readiness for progression
	Complete a final review with manager feedback and self-reflection
	Evidence demonstrates readiness against the role criteria
	Month 6


The timescales are illustrative and should be adjusted to the employee’s working pattern and available opportunities.
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