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Developing Relationships and Workplace Achievement
1. Executive Summary 

2. Introduction  
3. Critically Assessing the Potential Benefits to the Organisation of Developing Individuals in the Workplace
Employee development is vital for organisational sustainability and provides a competitive advantage within fast paced environments. Organisations that develop their employees effectively, often outperform those who do not. This section critically assesses some of the benefits with developing employees within the aesthetic salon, situates them in theory and examines challenges as well as conditions for realising these benefits (Alerasoul Et al., 2022). 
3.1 Learning Organisations
A learning organisation is when there is continuous learning that is embedded into an organisations culture, that enables employees and teams to adapt and improve within their role. Recent studies confirm that organisations with strong learning ethics possess a greater ability to innovate and adapt to change. Research suggests that organisational performance is improved as a result (Alerasoul Et al., 2022).
For example, Alerasoul (2022) discusses how learning orientation positively influences innovation and performance particularly in volatile organisational environments. This may suggest that developing individuals isn’t just regarding skill-building, it’s about embedding mindsets and systems that allow adaptation (Alerasoul Et al., 2022).
3.2 Benefits to Business Development & Organisational Growth
There is a strong link between employee development and business growth with organisations investing in learning to build resilience in the face of disruptions such as technological change and market volatility. For instance, Zeshan (2024) finds that employee-oriented digitalisation, alongside human resource development (HRD), enhances future competencies of staff, which in turn supports adaptability and competitive edge (Zeshan Et al., 2025).
Continued professional development (CPD) is recognised as the key to retaining employees, for example, Petersen (2024) found that access to training and development opportunities can contribute to workers’ staying in their roles and helping to reduce staff turnover. Within the salon, CPD may increase employee confidence, improve retention, enhance skills and create new revenue streams through expanded treatment options and credibility. 
3.3 Specific Organisational Benefits
From workplace observation, several clear benefits within the organisation improves retention and employee commitment. Alajlani and Yesufu (2021) carried out research that demonstrated how human resource (HR) practices including training and development are positively linked with employee retention. Similarly, Batmomolin (2023) discusses how employer branding through development improves organisational identification and retention. Therefore, it could be argued that without learning and development, it may be difficult to retain employees at all. Enhanced employee performance and skills development studies indicate that development leads to improved competencies, better ability to adapt to digital tools and changing job demands. Piwowar-Sulej (2024) also discussed how organisations that use development have a better workforce and are more likely to be prepared for future tasks. Alerasoul (2022) shows that learning orientation correlates with innovation outcomes. Similarly, the British Council (2025) argued that a learning culture can help organisations navigate change, innovation and help to achieve goals in uncertain environments (Corporate English Solutions., 2025). From workplace experience, maintaining a skilled workforce can help organisations avoid costs of repeated hiring and poor employee performance due to any skill gaps. In addition, the employee is likely to benefit, feeling valued and by being invested in. 
3.4 Critical Perspective: Challenges and Conditions
Several barriers and challenges may hinder employee development, including resource constraints such as limited time, financial pressure or lack of managerial support (Al Shamari., 2022). Not all organisations have spare capital to fund for resources, especially small‐to‐medium enterprises. If development initiatives are not aligned with the organisation’s strategy, skills developed may not be suitable or valued, making this a waste. Sometimes developing employees makes them more attractive to others and can potentially increase turnover for other organisations, if they leave. It would be important for organisations to improve their retention strategy with the aim to prevent this. Employees may be resistant to change, limiting communication, lack of psychological safety, where organisations will need to create trust and gather feedback to improve. Without proper metrics or evaluation of the learning outcomes, it is difficult to assess impact. Alerasoul (2022), emphasises measurement and auditing as key to improving the learning organisation. Within the salon, feedback is gathered through regular weekly discussions that are documented and easily accessible via Google docs. An open communication environment is encouraged between staff members where opinions that help to evaluate employee development and training, are encouraged in a professional manner. 
3.5 Implications for Practice
The manager may focus on their own leadership skills, to support employees to feedback and specialist techniques within their field (Schiuma et al., 2022). The manager could also look at creating CPD programmes in line with the organisations growth plans, creating flexible and supporting with new industry trends, such as the Russian Lip filler technique or managing complications (Kroumpouzos., et al 2023). Training should focus on the organisations needs and growth, therefore the manager might think about including training such as industry specific skills as well as transferable skills to support its growth, help to make employees feel secure and safe within their role and focus on retaining its current staff force in order for the revenue to be strategically budgeted in line with goals (Yousaf., 2022). 
In summary, developing employees can help to generate benefits such as increased retention, enhances skills, innovation and align with organisational strategy. Any growth may encounter barriers where the manager can consider overcoming any resource limitations or client satisfaction by obtaining feedback through discussions and progress reviews.   
4. Managing an Individual’s Expectations in Respect of Personal Development
To get employees to commit, stay motivated and stay with the company, it's important to manage their expectations for personal development. A mind map can be a useful tool that may help to highlight expectations surrounding training, highlighted by Gossack‐Keenan (2020). Erdos (2023) notes how it is a legal necessity under the UK Data Protection Act 2018, specifically around mandatory training such as health and safety. When employees develop within their role and are recognised for their achievements through support and resources provided, they are more likely to remain loyal to the organisation. Conversely, if expectations are unmet, this can lead to disengagement or conflict within the organisation (Bharadwaj, 2023). This may pose a risk where the employees’ expertise is directly linked with retention, providing an opportunity for the manager to upskill employees, support them to adapt to new treatments, technologies, client needs and personal development, which is essential.
4.1 Aligning Organisational Needs with Career Expectations
When it comes to personal growth, employees usually think about what they want in their current role, skill improvement and recognition. Cao (2025) indicates that individuals exhibit more commitment when their ambitions are aligned with corporate goals. For instance, within the aesthetic salon the practitioner may wish to focus on more advanced treatments like skin boosters or facial contouring. If the salon's goal is to add more high-end treatment services, this could be a win-win situation for both the employee and the salon, as the employee would feel invested in and the salon would get a new source of income. However, Chen et al. (2025) friction can occur when individual ambitions don't match up with the organisation's goals. For example, if an employee wants to complete training that isn't profitable, such as an art degree, managing expectations will be key through discussions, assessments and feedback provided to the employee. This might help keep trust and avoid frustration by setting realistic goals and keeping up with communication (Beardmore et al., 2024). As stated in Employment Studies (2025), managers understand the need of developing employee talent but emphasise the necessity of realism to prevent setting unattainable expectations (Pohlan & Steffes, 2024). 
4.2 The Role of Organisational Structures
An organisation is structure in a way to help to shape how employees perceive development opportunities, career progression and focus on how employees might follow formal promotion pathways (Currie Et el., 2025). In small businesses, such as an aesthetic salon, a structure could help to create opportunities for further development, such as learning new skills. The salon manager may consider advertising this development as a promotion and an offer to broadening expertise. For example, offering training in both clinical techniques and customer service, allowing employees to lead on new service launches or social media campaigns, by creating mini leadership roles like becoming an ambassador or a training mentor in a specific treatment. This helps to widens the definition of career progression, ensuring expectations remain realistic within a small team (Von der Lühe et al., 2025).
4.3 Appraisals, Assessment and Feedback
Appraisals, assessment and feedback are helpful tools to manage expectations in an organisation that support employee performance, helps enable managers to provide constructive feedback (CIPD, 2023). In the aesthetic salon, appraisals may help to structure and develop the organisations goals against employee skills, allowing the employee to discuss their own goals and expectations.  Ang (2025) notes how feedback should be a two-way process, where employees can voice their ambitions or concerns and this helps to prevent unrealistic expectations such as an employee completing a degree within a completely different field, not benefiting the organisation. 
4.4 Conflict and Skills Development
When expectations are not met, this may cause conflict if a promise to upskill does not materialise, or if they feel that bias has played a role in allocation. Research indicates that unmet employee expectations are a major cause of disengagement within the workplace (Alrashidi et al., 2023). The salon manager can mitigate this risk by creating transparency, clearly explaining criteria for training opportunities, as well as carrying out performance reviews and imbedding a skills matrix into their policy and procedures. Equity, ensuring fair access to CPD, not just favouring senior or more vocal staff. 
Embedding these practices in the salon may help to create a culture of fairness and psychological safety and encouraging collaboration rather than competition among staff. Maslow's hierarchy of needs both affects the psychological state of employees, but it also affects their satisfaction (Mason., 2025).
4.5 Practical Suggestions for the Aesthetic Salon
When managing expectations, the aesthetic salon may look to create development reviews and set this as a workplace process that is mandatory, covering several objectives in line with the business goals and growth plans, such as skills, aspirations, expectations and SMART targets to help the employee improve (Adams., 2022). This may provide an opportunity for the manager to introduce a skill matrix, demonstrating current skill set as a junior to advanced and specialist status which can also support to motivate the employee to maximise their potential and remain focused on reaching their achievements.  Implementing regular team meetings can support employees’ opinions to be voiced and encourage an open communication policy. With continuous feedback, this may help to address any unrealistic expectations and help to integrate CPD training where employees can continuously grow. 
To conclude, overall managing employee expectations is essential with balancing ambitions with the salon’s realities. Open communication, structures appraisals and clear organisation pathways for growth can all help to reduce conflict and help to create a culture of trust. Creating development plans, providing clear criteria within training and providing access to CPD are all tools that can be utilised. The aesthetic salon should look to grow rapidly, aligning aspirations with strategic goals that ensures employee retention, motivation, where clients benefit from new treatments and the business sustains its competitive advantage. 
5. Critically Evaluating Development Vehicles
Development vehicles are methods on how an organisation can upskill, gain knowledge and support development, often chosen on factors such as size, resources, funds available and employee expectations (CIPD, 2023). It is important to consider if the vehicle chosen is cost effective and whether they algin with client’s expectations or allowing the organisation to adapt to the industry changes. 
5.1 Models

5.2 Formal Training and Qualifications
To fully support the organisation, the manager may consider their reputation and how formal training and credible qualification support client retention, staff retention and remain one of the most recognised vehicles for development. Within Aesthetics, treatments include dermal fillers and botulinum toxin, where infection control and patient safety are classed as important and a legal requirement, to work within the industry. Formal training ensures regulatory compliance and enhances credibility with clients.  Härmä (2023) notes that regulated CPD can contribute to both employability and organisational trustworthiness. For an aesthetic salon, over-reliance on formal qualifications can be costly and risk employee dissatisfaction when employee expectations are not met. Therefore, the manager may look to adopt the cost benefit analysis to support cost effective decision making in training and development. 
5.2 Coaching and Mentoring
Coaching and mentoring can provide personalised growth opportunities such as mentoring has been shown to support employee confidence and retention, particularly in professions requiring both technical and interpersonal skills (Cao et al., 2025). Experienced practitioners are resourceful as mentors to junior practitioners, guiding them in clinical techniques and soft skills such as handling difficult clients or stock control. Implementing coaching within areas such as improving consultation skills or upselling retail products is a solid vehicle within development as this can help to provide feedback on the job, however coaching and mentoring depend heavily on the skills and commitment of the mentor. In small salons, where senior staff may already carry heavy workloads, formalising this process may be challenging without reducing productivity, however, embedding mentoring informally into daily practice can create a culture of continuous learning at little financial cost (Deng & Turner., 2024).
5.3 E-Learning and Digital Platforms
Other vehicles include E-learning platforms which offer flexibility, affordability and accessibility which may support aesthetics training to get online CPD modules, webinars or virtual conferences, that are increasingly common (Alrashidi et al., 2023). These also allow employees to access them anywhere where they have online access and helps to engage with up-to-date knowledge at their own pace, reducing disruption to salon operations and the salon could subscribe to an e-learning platform that specialises within aesthetics and beauty. This could be combined with micro-learning short, focused sessions accessible on mobile devices to make training more engaging. While cost-effective, e-learning risks becoming a tick-box exercise if not reinforced with practical, hands-on training. For a profession grounded in client-facing treatments, digital learning should be seen as complementary rather than a substitute.
5.4 Job shadowing and Assignments
Job rotation and assignments allow employees to gain broader skills by temporarily taking on different roles or responsibilities. Research suggests that such experiential learning can build adaptability and encourage collaboration across teams (Bharadwaj., 2023). In the salon context, this could include allowing junior staff to shadow consultations, rotating staff between treatment delivery and client-facing reception roles or assigning responsibility for promoting a new treatment or leading a client care initiative. Job rotation allows for holistic understanding of the business but may initially reduce efficiency if employees lack experience in their new roles. To mitigate this, rotations should be structured and supported by feedback mechanisms that could be captured from forms, discussions or anonymously. If the salon manager enforces regular reviews, this would be a good opportunity to obtain feedback. 
5.5 External Development Opportunities
Participation in industry events, conferences and professional networks is another valuable development vehicle. These opportunities expose staff to innovations and strengthen the salon’s employer brand by positioning it as forward-thinking. According to CIPD (2023), networking also enhances employee engagement by promoting a sense of professional identity. For example, employees could attend the Aesthetics Conference & Exhibition (ACE., 2025) in London to explore new technologies and connect with peers.
Overall, managing individual expectations is essential to balancing employee ambitions with the salon’s business growth goals. Open communication, structured appraisals, and clear organisational pathways for growth can reduce conflict and encourage a culture of trust. In practice, this means creating development plans, transparent criteria for training opportunities and inclusive access to CPD. For an aesthetic salon, where the industry evolves rapidly, aligning career aspirations with strategic goals ensures staff remain motivated, clients benefit from new treatments, and the business sustains its competitive advantage.
6. Development Plan  
7. Better Workplace Relationships & Collaboration 


· Learning Organisation benefits – open communication, shared vision, improved morale.
· Conflict & Skills – how development reduces disputes.
· Team Cohesion – psychological safety, trust, feedback culture.
8. Conclusion & Recommendations (300–400 words)
· Summarise benefits, challenges, and strategies.
· Recommend CPD frameworks, appraisals, and supportive organisational structures.
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