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Why career mapping matters now

What if the biggest barrier to retaining great people in hospitality isn’t
pay or perks, but possibility?

Hospitality roles are often seen as temporary. A stopgap. Something to
get through, not grow into. But that perception doesn’t match the reality
of the people doing the work or the opportunity on offer. When
development is invisible or inconsistent, it quietly tells people there’s
no future here.

And that message carries a cost.

When team members can’t see where they're going, motivation dips.
When support feels absent, they leave. And when they leave, you lose
not just people, but experience, energy and progress.

There'’s a better way.

Creating visible, credible career paths
helps people feel invested in and
committed to their roles. It builds
trust, improves performance and
encourages loyalty from the very start.
And when learning is embedded into
daily routines, not bolted on, growth
becomes part of the culture.

This guide explores how simple shifts in
mindset and structure through
visibility, flexibility and leadership can
turn short-term thinking into long-term
commitment, and help your team
thrive in a workplace where careers
don't just start, they evolve.




What makes people stay?

Hospitality holds the highest turnover rate of any UK sector. According to
UK Money (2025), a staggering 37.6% of employees leave the industry
each year. This level of attrition leads to spiralling costs in recruitment
and training, not to mention disruption to customer experience and
team cohesion.

While some staff movement is expected, many of these departures are
preventable. Often, the cause is not poor performance, but poor
development.

Employees leave because:

They don't see a future in their role
Onboarding is rushed and impersonal
Training feels irrelevant or uninspiring
Feedback and recognition are rare

The environment feels transactional, not developmental

Employees stay when:

v Progression is visible and realistic

v Development feels tailored and accessible

v Managers provide consistent support and feedback

v They are recognised for their efforts and achievements

v The company treats them as long-term contributors


https://www.ukmoney.net/average-employee-turnover-rate/

Workers often seek growth opportunities within their current job, but if
they perceive advancement is limited or unsupported, they begin to look
elsewhere. Employers who assume staff will leave often create
conditions that make this inevitable (High Speed Training, 2021).

It's common for young people to enter the hospitality industry and thrive
within it. Yet, many look elsewhere to continue their careers. There are
many reasons for this, but one of the most common is having minimal
growth opportunities available to them.

Changing this
dynamic requires
more than surface-
level changes. It
means reimagining
hospitality not just as
an industry people
pass through, but one
they can belong to
and succeed in.



https://www.highspeedtraining.co.uk/hub/employee-retention-in-hospitality/

The power of career visibility

Staff don't need endless promises, they need clarity. When career paths
are transparent and achievable, they ignite motivation and
commitment.

Career visibility means staff understand:

¥/ \What roles are available beyond their current one
v/ \What skills or experience are needed to progress
v/ \What support they’ll receive along the way

v/ How performance and growth are measured

When these elements are missing, assumptions creep in. People may
believe progression is only for certain roles, or that promotions depend
on favouritism. Clear frameworks help dismantle these beliefs.

Tools that support visibility include:

v/ Career maps that outline vertical and lateral moves

¥/ Infographics during onboarding showing the company’s structure
and growth opportunities

v/ Progress dashboards that track goals, training milestones and
achievements




Providing clear and transparent career paths is more than good practice,
it's a retention imperative.

One study found that employees who lack visibility into internal growth

/o

more likely to plan to leave their employer (BusinessWire,
2023). This kind of clarity is especially valued by younger
workers, for whom trust, fairness and opportunity are critical.

Transparency around the skills and behaviours required for
progression helps employees better navigate their journey,
improves fairness and promotes confidence in the system
(The HR Director, 2023).

Career visibility improves:

v/ Engagement and goal orientation
¥/ Confidence in advancement opportunities

v/ A sense of belonging and commitment

It's one of the most powerful yet practical ways to build loyalty and
momentum.



https://www.businesswire.com/news/home/20230117005162/en/New-Study-Reveals-Pressing-Need-for-Transparent-Growth-Opportunities-to-Improve-Employee-Engagement-and-Retention
https://www.businesswire.com/news/home/20230117005162/en/New-Study-Reveals-Pressing-Need-for-Transparent-Growth-Opportunities-to-Improve-Employee-Engagement-and-Retention
https://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=&cad=rja&uact=8&ved=2ahUKEwjjhoeYho-OAxUvT0EAHQZGPP8QFnoECBIQAQ&url=https%3A%2F%2Fwww.thehrdirector.com%2Ffeatures%2Flearning-development%2Fcareer-progression-transparency-key-fulfilling-career-satisfaction%2F&usg=AOvVaw3N6KaoTxLvkFz1OOrU5l7M&opi=89978449

One size doesn’t fit anyone

Hospitality teams are made up of people with different goals, schedules
and learning preferences. From students and parents to early-career
professionals and experienced team members, everyone brings a unique
path and pace to how they approach learning. In such a varied
environment, development strategies must move beyond a one-size-fits-
all model.

Blended learning that caters to different speeds, delivery formats and
preferences is essential. Some people thrive through hands-on activities
and real-time coaching, while others benefit more from self-directed
digital modules they can revisit as needed. Strong learning
environments acknowledge these differences and build in flexibility.

Blended learning should offer:

Microlearning modules
available on-demand for
busy shifts

Live coaching or
mentoring to build
confidence in real time

Peer knowledge-sharing
sessions that build trust
and community

Shadowing opportunities
to spark curiosity about
other roles

Custom learning paths
based on areas of interest
or skill gaps

A strong L&D programme doesn'’t
assume everyone wants the same
outcome. Instead, it presents options,
supports exploration and ensures that
no matter someone’s starting point,
they can see meaningful progress.

For instance, someone starting as a
back of house bar assistant may
begin with basic training, then move
into customer service shadowing,
then attend a short workshop on
leadership basics. By linking everyday
duties to learning, development
becomes continuous and contextual.



As a launchpad, not a checklist

Onboarding is more than administration, it’s an invitation. It's the
moment when a new hire decides whether this role is a stepping stone
or the start of something more.

Great onboarding should:

v/ \Welcome people into the company culture
¥/ Introduce key career development pathways
v/ Offer early feedback and recognition

¥/ Connect new hires to mentors or buddies

v/ Make learning tools available from day one

Too often, onboarding is seen as a compliance exercise. But operators
that take a strategic view see it as a first opportunity to show that the
company is invested in every individual.

Early support sends a powerful message:

You’'re not just filling a
shift, you’re valued here 929

By setting the tone for progression
from day one, operators increase the
likelihood that new hires stay longer
and contribute more.



Coaching drives culture

Your managers are not just operational leads. They're role models,
coaches and connectors. Their ability to engage and develop their teams
is one of the most influential factors in employee satisfaction.

To transform managers into growth enablers, operators must:

v/ Provide leadership development from the start

¥/ Train managers in giving effective, constructive feedback

v/ Encourage structured one-to-ones focused on development
v/ Equip managers with simple, repeatable tools for coaching

v/ Recoghnise and reward managers who mentor well

When managers see people as assets to nurture, not just schedules
to manage, the entire workplace changes.

Their influence helps create:

v/ Stronger team cohesion
v/ Faster upskilling across teams

¥/ Improved morale and lower attrition

Empowered managers build
resilient, capable teams and
become talent magnets in
their own right.



Learning builds loyalty

Learning isn’t a ‘nice-to-have’ - it's a necessity. People want to feel they're
moving forward. When you invest in development, you foster belonging,
purpose and pride.

According to Brigad (2024), lack of development is one of the main
reasons hospitality workers leave. Addressing this doesn’t require huge
budgets.

It requires consistent, everyday acts:

v/ Recoghnising progress, not just performance
v/ Embedding learning goals into team rhythms
v/ Sharing success stories and promotions visibly

¥/ Making it easy to access training and feedback

When staff feel like they're stagnating, they disengage. But when they
feel challenged, recognised and supported, they bring more of
themselves to work.

Development sends a signal:

You matter here. We see
you. We're investing in
your future. ,,

That message fuels loyalty like
nothing else.


https://www.brigad.co/en-gb/blog/career-progression-and-staff-retention-in-hospitality

MEDIA:

HOTEL

Media One Hotel

Media One Hotel shows how a modern approach to career mapping can
revitalise team engagement.

Known for its contemporary style and high service standards, Media One
recognised the need to invest more deeply in its people. Through
partnering with Mapal, they introduced several development-focused
initiatives:

v/ Tailored digital workbooks by role
v/ A career mapping tool to showcase progression paths

v/ Improved communication around learning and opportunities

It inspires staff by
showcasing potential career
paths and clarifying the skills
needed for each step ,’

VISHAKA ABEYSINGHE
Training Manager

Staff became more motivated and focused once they could clearly see
how their roles could evolve.

The result was a stronger culture of internal development, greater
retention and better service delivery.



From nurture to momentum

Career development is a business strategy, not just an HR initiative.
When embedded in culture, it transforms short-term hires into long-

term assets.

To create a development-driven workplace:

@ Start with clear, inspiring @ Equip managers to act as
€ onboarding coaches and motivators

%

Make progression tools visible @ Reward learning and
and easy to use celebrate advancement often

o
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Invest in your people’'s advancement and they'll help build a stronger,
more committed team.

Because when hospitality professionals are supported to reach their full
potential, the industry doesn'’t just retain, it evolves, elevates and excels.




mapales

Let’s bring your people
strategy

Mapal's learning and development tools help you bring
these strategies to life - whether you want to build
structured career paths, embed coaching into
management routines, or empower new starters from
day one.

Track progression, personalise learning journeys and
support every step of the employee experience with
tools designed for the realities of hospitality.

See how Mapal can help your team progress with
purpose and book a demo today.

Book a demo @



https://mapal-os.com/en/request-a-demo?utm_source=321130027&utm_medium=Report&utm_campaign=UK_CROSSVERTICAL_WF_2025_Q3_How_career_development_powers_retention_and_performance_in_hospitality

