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Developing Workplace Relationships and Achievement in a Beauty Salon through Staff Development
Executive Summary
This report explores how developing workplace relationships and fostering achievement within a small beauty salon can create a positive, collaborative environment that enhances both individual and organisational performance. It draws on theories and models from the Developing the Learning Organisation module, such as performance management, continuous professional development (CPD), and feedback mechanisms, applying them directly to the context of a working beauty therapist employing a young apprentice.
The report begins by assessing the organisational benefits of developing individuals in the workplace, focusing on how learning and development increase productivity, customer satisfaction, and long-term sustainability. It then examines how to manage an individual’s expectations in respect of personal development through effective communication, feedback, and realistic goal-setting. Various development vehicles are critically evaluated, including formal training, mentoring, and experiential learning, before presenting a detailed personal development plan (PDP) for the apprentice. The plan includes SMART objectives and methods for evaluating performance through reflective practice and structured feedback.
By integrating theory with practical experience, the report concludes that developing individuals enhances both employee confidence and salon performance. It also reinforces that personal growth and strong interpersonal relationships are vital to creating a learning culture where collaboration and continuous improvement thrive.

1. Introduction
As a practising beauty therapist running my own small salon, I have learned that strong workplace relationships and a culture of continuous learning are fundamental to success. The beauty industry is dynamic and customer-focused, requiring professionals to stay up to date with changing techniques, products, and client expectations. Developing employees, especially new apprentices, ensures consistent service standards, builds team confidence, and supports business sustainability (CIPD, 2020).
The purpose of this report is to demonstrate how developing individuals contributes to a better working environment where collaboration and achievement flourish. Using my salon as the case study, I will critically assess the benefits of investing in people, explore methods for managing personal development expectations, evaluate appropriate development vehicles, and generate a comprehensive personal development plan for my apprentice.
According to Senge (1990), a learning organisation is one that continually transforms itself by facilitating the learning of its members. In a small business context, this means promoting open communication, reflection, and shared responsibility. Similarly, Becker’s (1964) Human Capital Theory argues that investing in people’s knowledge and skills enhances productivity and competitiveness. For a beauty salon, where client satisfaction relies heavily on staff expertise and attitude, this principle is especially relevant.
The report also aligns with the aims of this module — to develop strategies for managing performance and promoting personal and career growth. In my case, that means guiding my apprentice’s development while ensuring that learning aligns with salon goals such as quality service delivery, customer loyalty, and professional reputation.

2. Benefits of Developing Individuals in the Workplace
2.1 Organisational Benefits
Developing individuals in the workplace produces tangible and intangible benefits for the organisation. Human resource theorists such as Armstrong (2020) and Torrington. (2005) highlight that employee development contributes directly to improved organisational performance, customer retention, and innovation. For a beauty salon, where service quality depends on technical proficiency and customer rapport, these factors are crucial.
One key benefit is enhanced productivity. When employees receive proper training, they perform treatments more efficiently and confidently. For example, by teaching my apprentice advanced facial and massage techniques, she can take on more clients independently, freeing my time for managerial tasks. This aligns with the CIPD’s (2020) principle that learning should be linked to business outcomes.
Another significant benefit is improved employee engagement and retention. Valcour (2015) notes that a sustainable career depends on continuous learning, adaptability, and alignment with personal values. When staff see opportunities to grow, they are more motivated and less likely to leave. In my salon, supporting my apprentice through structured training and feedback builds her confidence and loyalty, reducing turnover risks and recruitment costs.
Developing individuals also fosters organisational sustainability. The MoSO Digest (2020) identifies learning, respect for people, and leadership as essential principles of sustainable organisations. By investing in people, small businesses like mine adapt more easily to industry trends and maintain service quality during change. As a small business owner, I see professional development not as a cost but as a long-term investment in brand reputation and stability.
2.2 Individual Benefits
From the employee’s perspective, personal development builds both competence and confidence. The CPD model (CIPD, 2021) highlights stages of Identify, Plan, Act, Reflect, Apply, Share, and Impact. Through this cycle, individuals continuously enhance their skills and self-awareness. My apprentice, for example, gains both technical skills (like advanced waxing) and transferable soft skills such as communication, professionalism, and teamwork.
Development also enhances employability. Becker’s (1964) Human Capital Theory posits that investment in education and training increases an individual’s future earning potential. For an apprentice, gaining recognised qualifications and workplace experience leads to career progression and long-term job security.
Finally, developing individuals nurtures collaborative working relationships. According to Mayo’s Human Relations Theory (1933), employee satisfaction and social belonging increase productivity. Encouraging my apprentice to contribute ideas in staff meetings and participate in promotional events gives her a sense of ownership, improving both morale and teamwork.
2.3 Wider Impact
The ripple effect of development extends beyond individuals and the salon. Senge’s (1990) concept of a learning organisation emphasises shared vision and collective growth. As my apprentice develops, she models continuous learning behaviour for future recruits, helping to embed a culture of reflection, adaptability, and mutual support. This creates a self-reinforcing cycle where learning drives organisational improvement.

3. Managing Individual Expectations in Respect of Personal Development
Managing expectations is vital to ensuring that personal development remains realistic, achievable, and fully aligned with the salon’s business objectives. The Chartered Institute of Personnel and Development (CIPD, 2021) emphasises that effective performance management depends on clear communication, transparent goal setting, and constructive, ongoing feedback. In my salon, this involves open discussions between myself and my apprentice to establish a shared understanding of what development opportunities exist and the results we both expect to achieve. It is important that the apprentice recognises that progress takes time and builds through consistent practice, reflection, and feedback. By setting realistic milestones and agreeing on measurable learning outcomes, expectations remain balanced and motivating rather than overwhelming. This structured approach ensures that her personal aspirations—such as mastering new treatments or improving customer interaction—directly support the salon’s long-term goals for quality service, professional reputation, and sustainable business growth.
3.1 Identifying Expectations
Employees often enter the workplace with ambitions and expectations that are influenced by a range of external factors such as social media, peers, and training providers. In the beauty industry, platforms like Instagram and TikTok often portray a fast-paced, glamorous image of beauty therapy that can create unrealistic assumptions about how quickly professional competence is achieved. When my apprentice first joined the salon, she was enthusiastic and highly motivated, but she expected to master every treatment within a few months. What she did not initially appreciate was that technical competence, confidence, and professional judgement are developed gradually through consistent practice, reflective learning, and client interaction.
According to Pedler, Burgoyne, and Boydell (1994), genuine self-development relies on both individual initiative and organisational support. This means that while employees must take responsibility for their learning, the employer must also create an environment that facilitates growth and development. Recognising this, I began by holding an informal discussion with my apprentice to explore her career aspirations, perceived strengths, and areas she felt less confident about. This open conversation helped establish trust and provided insight into her motivations and learning style.
Following this, I conducted a simple skills audit, assessing her proficiency in core treatments such as waxing, manicures, facials, and customer communication. This assessment allowed us to identify specific development needs and align them with the salon’s business objectives. The process not only helped manage her initial expectations but also encouraged her to take ownership of her progress. By working collaboratively to define achievable learning goals, we created a supportive and realistic foundation for her personal development journey. This approach reflects best practice in performance management, where mutual understanding between employer and employee is key to fostering growth, motivation, and long-term professional success.
3.2 Setting Realistic Goals
Goal-setting theory (Locke and Latham, 1990) shows that specific, challenging but achievable goals enhance motivation. Using the CPD framework, I encouraged my apprentice to set realistic milestones, such as mastering one new treatment per quarter, instead of attempting all at once. This avoids frustration and builds confidence through incremental achievement.
3.3 Feedback and Communication
Feedback plays a central role in managing expectations. According to Nicol and Macfarlane-Dick (2004), good feedback helps individuals understand performance standards and bridge the gap between current and desired performance
. In my salon, I provide weekly verbal feedback and monthly mini-reviews, encouraging reflection rather than criticism. For example, after observing her performing a manicure, I ask, “What went well?” and “What could be improved?” — echoing King’s (1999) emphasis on feedback as a means of developing insight.
3.4 Balancing Organisational and Individual Goals
As an employer, it is essential to ensure that personal development aligns with the wider business objectives of the salon. Torrington et al. (2005) explain that effective performance management involves directing, monitoring, and rewarding employee behaviour to support organisational goals. Within my beauty salon, this means ensuring that each individual’s learning and creativity contribute positively to the overall client experience and brand consistency. For instance, my apprentice is enthusiastic about experimenting with creative nail art designs, which could risk inconsistency in service delivery if not guided appropriately. To manage this constructively, I incorporate her creative interests into structured marketing activities, such as developing seasonal nail design promotions and social media campaigns. This approach allows her to express creativity within clear professional boundaries, aligning her motivation with the salon’s business objectives while simultaneously strengthening customer engagement, innovation, and the overall reputation of the salon as a modern, trend-aware business.
3.5 Emotional and Motivational Considerations
Conflict may arise when expectations are unmet. The emotional components of conflict.
I try to  approach disagreements empathetically. Using active listening and emotional intelligence (Goleman, 1998), I ensure that feedback remains constructive and supportive. This reduces defensiveness and promotes trust.
Managing expectations, therefore, requires a balance of empathy, structure, and open dialogue. It transforms potential frustration into collaborative growth, ensuring both the individual and the organisation progress together.

4. Critically Evaluating Development Vehicles
A development vehicle refers to any method or resource used to enhance an employee’s skills, knowledge, or performance (CIPD, 2020). Selecting appropriate vehicles requires understanding both organisational capacity and individual learning preferences. Honey and Mumford’s (1982) learning styles — activist, reflector, theorist, pragmatist — provide a useful lens. My apprentice is an activist–pragmatist, preferring hands-on learning and immediate application.
4.1 On-the-Job Training
This is highly suitable for small salons where learning occurs through practice. Kolb’s (1984) experiential learning theory emphasises that people learn best through doing and reflecting. By shadowing me and practising under supervision, my apprentice develops practical competence and customer service confidence. The main advantage is contextual relevance — she learns skills directly applicable to our clientele. However, limitations include potential inconsistency if not structured properly, so I support this with observation checklists and reflection logs.
4.2 Coaching and Mentoring
Mentoring is an effective development vehicle that builds both skill and confidence (de Janasz et al., 2003). As her mentor, I model professionalism and provide a safe space for questions and reflection. Coaching, on the other hand, focuses on performance improvement through guided questioning (Whitmore, 2009). In our context, short coaching sessions after client appointments help her evaluate her performance and identify next steps. This informal yet structured method suits the salon’s environment.
4.3 Formal Training and CPD
External training programmes and qualifications provide credibility and standardisation. For example, accredited NVQ beauty therapy modules ensure competence against industry standards. The CPD cycle

supports lifelong learning and ensures knowledge remains current. However, cost and time can be constraints for small businesses, so combining formal training with in-salon mentoring maximises value.
4.4 E-Learning and Digital Platforms
E-learning has become increasingly relevant, offering flexibility and access to updated content. Platforms like Dermalogica’s online education hub allow staff to study at their own pace. Yet, as Eraut (2004) cautions, informal workplace learning often contributes more to real-world competence than formal online courses. Therefore, I view e-learning as complementary rather than primary.
4.5 Appraisals and Performance Reviews
Appraisals act as structured and purposeful development vehicles by directly linking feedback to individual learning goals (Maier, 1976). They provide a formal opportunity for reflection and evaluation, allowing both employer and employee to review performance in a constructive and forward-looking manner. Within my beauty salon, appraisals play a vital role in maintaining consistency, encouraging open dialogue, and ensuring that development remains aligned with both personal ambitions and the salon’s wider objectives. According to the Chartered Institute of Personnel and Development (CIPD, 2020), effective performance appraisals should promote two-way communication, recognise achievements, and identify clear growth areas supported by measurable outcomes.
For my apprentice, I plan to conduct structured appraisal meetings on a quarterly basis. During these sessions, we will review her progress using evidence-based measures such as client feedback forms, observation notes, sales data, and her own self-reflection log. This evidence provides a balanced view of performance that highlights strengths while pinpointing areas for improvement. Together, we will then set new SMART goals that are specific, measurable, achievable, relevant, and time-bound, ensuring her continued growth is both structured and motivating.
The appraisal process also reinforces accountability by encouraging my apprentice to take ownership of her learning, while motivating her through recognition and positive reinforcement. When achievements are acknowledged—such as mastering a new technique or receiving excellent client feedback—confidence naturally increases. This aligns with Torrington et al. (2005), who suggest that performance management is most effective when it integrates recognition, development, and feedback. Furthermore, regular appraisals help to prevent issues from escalating, as they provide an ongoing forum for open discussion and support. Overall, this structured approach to appraising performance not only strengthens individual capability but also contributes to the salon’s professional standards, teamwork, and customer satisfaction.

4.6 Evaluation of Effectiveness
Kirkpatrick’s (1959) four-level model — reaction, learning, behaviour, results — provides a framework to evaluate development activities. For instance, after each new skill training, I measure:
· Reaction: How confident does the apprentice feel?
· Learning: Has her technical knowledge improved?
· Behaviour: Does she apply the technique correctly with clients?
· Results: Have client satisfaction scores improved?
By combining multiple vehicles — mentoring, appraisals, and formal training — and evaluating their outcomes systematically, the salon ensures that development is continuous, effective, and aligned with business performance.

5. Personal Development Plan (PDP) for the Apprentice
5.1 Identifying Development Needs
Through observation and feedback, I identified that my apprentice’s main development areas include:
· Confidence in client communication
· Mastery of advanced facial techniques
· Time management during appointments
· Understanding retail sales and product promotion
These needs align with both her NVQ Level 2 learning outcomes and the salon’s strategic goals of enhancing client experience and increasing retail sales.
5.2 SMART Objectives
	Objective
	Specific Actions
	Measurement
	Achievable
	Relevant
	Timeframe

	Improve client communication
	Role-play consultations and observe senior therapist
	Feedback scores and observation checklist
	Weekly practice
	Builds client trust
	3 months

	Master advanced facials
	Attend external skincare training (e.g. Dermalogica course)
	Certificate + observed competence
	Training funded by salon
	Expands treatment menu
	6 months

	Enhance time management
	Use appointment timing logs
	Reduced delays and increased efficiency
	Coaching support
	Improves productivity
	2 months

	Increase retail sales
	Learn product knowledge and sales techniques
	Monthly sales reports
	Continuous practice
	Boosts salon revenue
	4 months


5.3 Learning Methods and Support
· Mentoring: Regular one-to-one sessions to discuss progress.
· Shadowing: Observing senior treatments before performing independently.
· Formal Training: Accredited skincare course.
· Self-Reflection: Weekly learning log following the CPD cycle.
· Feedback: Monthly appraisals using a performance checklist.
5.4 Monitoring and Evaluation
Evaluation will follow Kirkpatrick’s Model and CPD reflection. Evidence of progress will include:
· Observation feedback forms
· Client satisfaction comments
· Certificates of completion
· Sales reports
Progress reviews will occur monthly, with adjustments as needed. This ongoing dialogue ensures the plan remains relevant and supportive, encouraging ownership of learning.
5.5 Managing Performance through the PDP
According to Lowry (2002, in Marchington & Wilkinson, 2005), performance management should be continuous and developmental rather than punitive. By linking my apprentice’s PDP to salon goals, we create a shared purpose. When she achieves her objectives, such as improving sales, she sees a direct impact on the salon’s success. Recognition and reward (verbal praise, small bonuses, certificates) further reinforce positive behaviour, fostering a motivated and committed employee.

6. Conclusion and Recommendations
Developing individuals within the workplace is not only beneficial but essential for long-term success, particularly in service-based industries like beauty therapy. Through this report, I have demonstrated how structured development, effective communication, and reflective practice contribute to a thriving and collaborative work environment.
From an organisational perspective, investing in people enhances performance, customer satisfaction, and sustainability (MoSO Digest, 2020). From an individual perspective, it builds confidence, competence, and career satisfaction (Valcour, 2015). Managing expectations through feedback and realistic goal-setting ensures that learning remains motivating rather than overwhelming. Evaluating development vehicles confirms that a blended approach — combining on-the-job training, mentoring, and formal courses — delivers the best outcomes for both employee and employer.
The personal development plan for my apprentice demonstrates how theory can be applied in practice, aligning individual growth with organisational goals. By continuously reviewing progress and celebrating achievements, the salon nurtures a learning culture where collaboration and innovation flourish.
Recommendations
1. Formalise Learning Structures: Introduce a simple in-salon training framework using CPD principles.
2. Enhance Feedback Processes: Continue regular one-to-one reviews and incorporate self-assessment forms.
3. Promote Reflective Practice: Encourage all staff to maintain learning logs.
4. Sustain Development Culture: Link training success to recognition and advancement opportunities.
By embedding these practices, my salon can continue to grow as a small but dynamic learning organisation, demonstrating how the development of individuals directly supports workplace relationships, performance, and long-term success.
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