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[bookmark: _u0xb4t18re9h][bookmark: _Toc242611231]Leading and Implementing Workplace Change
[bookmark: _g8io0fmsk5cf][bookmark: _Toc242611232]Transitioning from self-employed practitioners to an employed workforce in a beauty and aesthetics business
[bookmark: _6jgg9s85zfmd][bookmark: _Toc242611233]1.0 Introduction and organisational context
The aesthetic salon operates a successful business, offering aesthetic, beauty and hair services within the Carmarthenshire district. The current delivery model relies on the owner to operate within the organisation, develop the reputation and growth, and support independent practitioners who rent salon space, which supports the running costs of the salon. These self-employed practitioners do not contribute to the business’ brand, reputation or growth. 

A range of rivers create the need for change surrounding the disagreements within the salon’s shared rental space, creating operational challenges. The owner is working at full capacity with client demand being high; therefore, exploring employed options may improve capacity and support the organisation’s growth. Furthermore, complaints from clients regarding the self-employed practitioners have been raised to the owner, which may reflect badly on the organisation’s reputation. This is important within the beauty sector, as service quality has been positively associated with customer satisfaction and consumer response (Choi et al. 2023), while the quality of both the physical salon environment and human service can influence overall customer satisfaction (Tang et al., 2023). Service quality and perceived value have been shown to influence purchasing behaviour within hair salon environments (Naveen, 2024). Therefore, although practitioners operate independently, negative customer experiences within the premises may still present a reputational and commercial risk to the wider organisation.
External drivers are also emerging within the aesthetics sector. Regulations within non-surgical treatment have increased over the years. The focus is now on the practitioner’s competence, qualifications, training, premises standards and appropriate client protection (Department of Health and Social Care, 2025). Yet despite regulation proposals solely relating to England, there is talk of broader movement towards across the whole of the UK. Consequently, changes to regulation create an external driver to the aesthetic organisation who consider whether its existing workforce model remains sustainable (Sastre & Yela Aránega, 2023). 
This report will aim to examine internal and external drivers for change, organisational readiness, change leadership, resistance and evaluation. Relevant change model theories will be explored and critically applied to determine how the organisation can go from a self-employed space rental model to an employed workforce, whilst sustaining growth. 
[bookmark: _4o9ijf9oik92][bookmark: _Toc242611234]2.0 Macro-environmental forces for change 
Macro-environmental forces are external factors that have an influence on organisational decision-making and create a need for change. Pressures within the beauty and aesthetics sector include PESTLE; political, economic, social, technological, legal and environmental factors. Technology and the use of growing businesses over social media help to influence how consumers engage with treatments in aesthetics (Zhang et al., 2024; dos Santos et al., 2023), despite the pressure of the environment that create bigger expectations around sustainability, waste and resource use within cosmetic dermatology (Haykal et al., 2025). The owner may have limited control over these influences, and that can have an effect of recruitment, operations, income and future growth. 
[bookmark: _ksw94fin4n2s][bookmark: _Toc242611235]2.1 PESTLE Analysis 
A PESTLE analysis identifies external forces that are unable to be controlled by the salon manager (Harris & Brooker, 2025). 

Figure 1: PESTLE analysis
 [image: ]

Figure 1. PESTLE Analysis, created by Hughes (2026) using Canva. 

Economic pressures relate to the proposed changes of the salon as moving from self-employed practitioners to employees may create fixed workforce costs, including wages, employer National Insurance contributions, pension contributions and paid annual leave (Business.gov.uk, nd). And despite these costs increasing the organisations financial commitments (Taylor et al., 2021), employing staff may also expand treatment capacity, help use the salon diary and bring in greater overall income. The owner should look to assess projected income growth against additional employment costs.
The change in regulatory requirements may affect operations in the future, depending on practitioners’ skills and qualifications, where the aesthetics and beauty industry is subject to relevant standards, policies and reporting procedures (JCCP, 2021). These requirements may shape recruitment and determine which treatments employees are qualified, authorised and insured to provide.
The owner should review the demand for its current treatment offer in the local area and consider how the business’s social media presence influences awareness and customer interest (Venkatesan et al., 2025). In this case, it helps assess the proposed workforce change in a wider context than internal business growth alone. Economic, legal and regulatory factors make workforce planning important, including defining roles, checking practitioners’ qualifications and competence, and establishing appropriate training and service-delivery procedures (JCCP, 2021). Changing models to support consistent working practices and greater revenue will be necessary; however, it also brings employer responsibilities relating to contracts, pay, leave, payroll, insurance and workplace conditions (Gov.uk, nd). The transition should therefore be planned and assessed for affordability and operational sustainability, rather than treated simply as a recruitment decision (Business.gov.uk, nd). 
[bookmark: _tzu7ab355ssu][bookmark: _Toc242611236]2.2 Implications for workplace change 
PESTLE analysis provides a structured way to consider external macro-environmental factors that may influence an organisation’s operations and strategic decisions (Belsare, 2025). In this case, the analysis highlights that the organisation should move from rented space to an employed workforce, as this can help to support the organisation’s growth plans but also by economic, legal and sector-specific requirements (Mladenova 2022). 

Employer duties should be considered, including providing contracts, managing payroll and meeting requirements  such as leave, insurance and workplace conditions (GOV.UK, n.d.-a; GOV.UK, n.d.-b). Within the aesthetics and beauty industry, it is important to consider if the employee is to be trained and certificated to work within their scope (JCCP & Hamilton Fraser, 2021). Employed staff may make it clearer to appoint responsibility, supervision and accountability, but this will depend on effective implementation. The change should be planned carefully, covering job duties, training, compliance and cost forecasting, rather than approached solely as a recruitment decision (Business.gov.uk, nd). 
[bookmark: _vrkxrwyo7ion][bookmark: _Toc242611237]3.0 Micro-environmental forces for change 
[bookmark: _vw6y2ow6x3lg]The micro-environmental factors of change may include the popularity of the treatment, the ability of the salon to stay competitive and the contribution of the salon’s pricing policy to its overall revenue to stay sustainable (Malesu and Syrovátka 2025). The owners’ leadership skills and capacity can also influence the way the organization plans to grow that supports the reason for change (Teka, 2022). 
[bookmark: _Toc242611238]3.1 SWOT Analysis 
A SWOT analysis compares the internal strengths and weaknesses of the aesthetic salon with the external opportunities and threats to see if organisational change can lead to sustainable development (Malesu & Syrovátka 2025). However, SWOT analysis may oversimplify complex organisational issues and does not on its own determine what strategic actions should be prioritised (Malesu & Syrovátka, 2025).
Figure 2: SWOT analysis
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Figure 2. SWOT analysis created by Hughes (2026), using Canva. 
The salon delivers consistently and has an established client base, representing internal strengths and providing a foundation for customer satisfaction and retention. Thakkar et al. (2023) identified a positive link between customer satisfaction and brand loyalty within franchise hair salons; however, variations across service-quality dimensions suggest that loyalty cannot be assumed solely from consistent service delivery. Similarly, Choi et al. (2023) demonstrated the importance of service recovery and customer satisfaction in maintaining loyalty within beauty services, highlighting the need to preserve service standards during organisational change.
Nevertheless, the owner's full appointment diary represents an operational weakness, where this may restrict service availability and limit opportunities for expansion. Recruiting suitably qualified employees could therefore increase treatment capacity, introduce additional skills and reduce reliance on the owner. Permana et al. (2025) identified recruitment and selection practices as relevant to SME performance; however, these findings do not establish that recruitment will automatically improve profitability within the organisation. Supporting this, Malesu and Syrovátka (2025) identified human resource management, strategic planning and financial resources as crucial factors influencing SME success, suggesting that recruitment must form part of a wider organisational strategy.
[bookmark: _cm9ntjin8hmx]Furthermore, successful recruitment would require clearly defined responsibilities, appropriate management systems and continued professional development. Meidiaputri et al. (2025) identifies recruitment and training as a need within employee performance, although the effectiveness of these practices depends on their implementation. Consequently, the change from self-employment to an employed workforce could increase organisational capability but may also expose existing financial and operational weaknesses. Malesu and Syrovátka (2025) highlighted financial resources as an important determinant of SME growth, indicating that additional staffing commitments should be assessed against anticipated income and available working capital.
Potential changes to aesthetic industry regulation also represent an external threat requiring consideration during recruitment and training (JCCP, 2021). Although future regulatory requirements remain uncertain, recruiting employees based solely on existing qualifications without considering future professional development may increase organisational vulnerability. Therefore, while the SWOT analysis identifies opportunities to strengthen operational capacity, recruitment should not be interpreted as an immediate solution to the organisation's limitations. Instead, financial forecasting, workforce planning and measurable performance objectives are necessary to evaluate whether the proposed change is commercially sustainable (Malesu & Syrovátka, 2025). 
[bookmark: _Toc242611239]3.2 Strategic Priorities from SWOT
The SWOT analysis highlights four areas to consider in implementing the organisational change. These are increasing operational capacity, reducing owner dependency, improving service consistency and maintaining financial sustainability. The main problem is the organisation’s limited ability to make appointments. There is potential opportunity for growth in the current demand coming from clients. However, adding more practitioners only supports growth if there is enough demand to use the extra treatment hours. 
A second priority is to lessen the organisation’s dependence on the owner for service delivery and operational management. Organisational strengths include established client relationships and professional expertise, however, reliance on one practitioner could limit the business’s ability to expand and maintain continuity during periods of absence (Delvyn et al., 2026). However, this requires the owner to provide effective delegation, training and supervision rather than believing that recruitment will reduce operational dependence on the owner (Akhtar et al., 2025).
Another strategic priority is the consistency of services (Awwad et al., 2024). The present self-employed practitioner model provides operational independence, which could limit the organisation’s ability to set consistent working practices across all services. The transition to employment may offer an opportunity to implement shared service standards, clear responsibilities and structured performance expectations (Schlawe et al., 2025). Meidiaputri et al. (2025) in their study found recruitment, selection and training as the crucial factors for employee performance while Hendri (2025) identified the relationship between organisational strategy, leadership, human resources and performance management in SMEs. However, as indicated earlier, employment should be supported with employee development, regular feedback and improvement goals to support a successful change and growth strategy. 
Finally, the proposed change must prioritise the financial sustainability within change management. Hiring staff would also incur additional costs such as wages, training and employment-related expenses, which could increase the financial strain before any new income is generated (Nazos, 2026). Malesu and Syrovátka (2025) found access to financial resources to be an important determinant of SME growth but also observed differences in findings. Therefore, increasing operating capacity should not be regarded as evidence of financial improvement without assessment of treatment demand, operating cost and projected profitability. Therefore, a phased implementation with financial forecasting and regular performance reviews would be a more cautious approach to assess whether the proposed employment model can support sustainable organisational growth (Hussein et al., 2026).
[bookmark: _3jxyjj9oxoge][bookmark: _Toc242611240]4.0 Organisational Culture, Capability and Readiness
[bookmark: _70l9p4ba3h8f]Culture and readiness are key organisational considerations when implementing structural change, particularly where existing working practices and professional relationships need to be redefined. Research suggests that organisational culture and design are interrelated, but that cultural fit does not always translate into better performance (Morrison & Wilhelm, 2024). The move from self-employed to employed practitioners needs to be considered in the light of current workplace relationships, leadership capacity and the readiness of the organisation to support new expectations and responsibilities.
[bookmark: _Toc242611241]4.1 Current Workplace Culture 
An organisation that currently operates on a self-employed model where practitioners have a high degree of autonomy over their working practices finds it difficult to set consistent expectations and common organisational objectives (Cieślik & van Stel, 2024). But the autonomy should not be taken as a weakness automatically. Fasbender and Gerpott (2023) found that job autonomy can both increase employees’ willingness to engage in change and reduce frustration. Thus, a more structured employment model may enhance coordination, but it may also decrease motivation if employees feel that the change is an unnecessary constraint on their professional autonomy. 
The proposed change would demand a cultural shift toward shared responsibilities, clearer service standards and greater alignment with company objectives. These benefits, however, cannot be simply understood as a matter of employment arrangements becoming more formal. Edmondson and Bransby (2023) identified psychological safety as being important for organisational learning, employee experience and leadership, arguing that employees must feel able to voice concerns and put forward ideas in uncertain times. Similarly, Morrison (2023) emphasised the organisational significance of employee voice and silence, suggesting that lack of opportunity for voice may hinder leaders from identifying emerging issues. The owner should therefore consider how consultation and open communication could support employee involvement without undermining the professional standards required within an aesthetics setting.
Practitioners may respond differently according to their past experiences, values and expectations (Camilli et al., 2025). The owner may welcome job security and development; others may prefer independence. Age alone should not be a predictor of resistance or adaptability (Ravid et al., 2025). Strong management can increase accountability, but favouritism, unconscious bias or inconsistent treatment may erode trust (Zwank et al., 2023). 
The current operating model is also heavily reliant on the owner’s expertise, client relationships and management decisions, though this does bring continuity and a strong professional identity; continued reliance on one individual could limit the delegation needed for growth. Fasbender and Gerpott (2023) further suggest that employee autonomy can encourage responses to change; effective delegation should involve more than transferring tasks or increasing managerial oversight. But more delegation would also necessitate the owner establishing appropriate supervisory and communication practices to preserve accountability (Delvyn et al., 2026). The cultural challenge is not just to replace self-employment with employment but to strike a balance between professional autonomy, shared accountability and organisational control. This balance will be important in determining whether the organization has the leadership capacity and readiness to sustain the proposed change (Mladenova, 2022). It is hard to know whether the cultural challenges are real for the employees or it is the owner’s perception without collecting employees’ feedback (Maebara et al., 2025). 
[bookmark: _ces1v5qu8fk9][bookmark: _Toc242611242]4.2 Capability and Readiness
The organisation shows readiness for change. These factors do not necessarily show that the organisation is ready to employ staff. Mladenova (2022) differentiates between organisational readiness and capacity for change, arguing that the willingness to change must be paired with the capabilities required for its implementation and sustainability. Although expansion may be justified by an increase in client demand, the introduction of employment brings with it additional financial, managerial and operational responsibilities. Therefore, it would be counterproductive to increase organisational vulnerability by undertaking recruitment without sufficient financial resources to enhance business performance (Chipangura et al., 2024).
One of the major concerns is the organisation’s dependence on the owner for service delivery and leadership. This centralised approach may have helped consistency at earlier stages of development but may become constraining as responsibilities grow to include recruitment, supervision, training and performance management. Leadership and human resources are important influences on performance (Hendri, 2025), but the recruitment of additional employees does not automatically increase organisational capability, where the owner lacks sufficient time to support their development (Hendrawan et al., 2024). The transition therefore requires an evaluation of the leadership capacity and the extent to which responsibilities can be delegated without compromising service standards.
The organisation may therefore be driven to change commercially but not be fully operationally ready. Readiness should therefore be assessed through financial forecasts, recruitment and induction arrangements, supervisory capacity and mechanisms for employee feedback. Without these, the increased availability of appointments could be offset by extra spending, inconsistent service delivery and increased managerial pressure (Chang, 2026). One consideration is to use a treatment forecast revenue calculator to estimate employee revenue versus salary costs (Bhuiyan et al., 2023). 
Internal management estimates indicate that the organisation generated £92,000 in annual turnover, with an estimated monthly profit of £1,500. Although the owner reports operating near full treatment capacity, the proposed recruitment of two employees working 24 hours weekly would introduce approximately £2,764 in monthly basic wages. At an assumed treatment revenue of £35 per billable hour and 70% utilisation, the additional workforce could theoretically generate approximately £5,096 in monthly turnover. However, these projections do not account for consumables, employer contributions, lost rental income or other operating expenses. Consequently, increased treatment capacity should not be interpreted as evidence of financial readiness without demonstrating sufficient appointment demand and positive contribution after costs.
Table 1: Financial Forecast
	Financial measure
	Monthly

	Annually

	Self-employed rental income
	£350.00

	£4,200.00

	Employed staff: 2 × 24 hours per week
	208 hours
	2,496 hours

	Billable treatment hours at 70% capacity
	145.6 hours
	1,747.2 hours

	Average treatment revenue per hour
	£35
	£35

	Potential employed staff revenue
	£5,096.00

	£61,152.00

	Additional revenue compared with rental income
	+£4,746.00
	+£56,952.00


Table 1: Demonstrates the salons revenue from a self-employed rental model to an employed model revenue estimation. Create by Hughes (2026) using Word. 
[bookmark: _rka4a7q84ard]Calculations: 2 employees × 24 hours × 52 weeks ÷ 12 months × 70% capacities × £35 = £5,096 monthly revenue. An annual revenue of £56952. Basing this information on the lowest treatment cost and a realistic employee working capacity, the owner also needs to reflect on staff wages. Two employees working 24 hours per week, being paid at £13.29 per hour would incur the salon staffing cots to be £33,179.84. With national insurance (£3,476.98) and employer pension contributions (£626.92), this makes a total revenue annually of (56,952 – 37,283.74) £19,668.26. Revenue increasing from £8,400 to £19,668.26 represents a 134.15% increase.
[bookmark: _Toc242611243]4.3 Justification for Change
The findings from Sections 2 and 3 suggest that transitioning from self-employed practitioners to an employed workforce is strategically justified, although its feasibility remains uncertain, increasing client demand exposes the limitations of owner-dependent service delivery, while evolving regulatory expectations may require greater consistency in training, competence and accountability (Trifonova Price and Antonova, 2024). However, employment alone cannot resolve these weaknesses without sufficient leadership capability and financial resources.
The proposed change may strengthen shared objectives and service standards, but replacing established autonomy with managerial control could undermine trust and employee commitment (Haxhiu & Marc, 2026). Morrison (2023) highlights the importance of employee voice, suggesting that greater accountability without meaningful participation may discourage open communication. Furthermore, Mladenova (2022) distinguishes organisational readiness from capacity for change, challenging the assumption that commercial motivation demonstrates operational preparedness.
Therefore, the change is justified as a potential response to growth and external pressures, rather than a guaranteed improvement, and the owner must implement a phased transition, supported by financial monitoring, employee consultation and leadership development,  which would help to identify any capability gaps (Osibanjo & Wisdom, 2026).
[bookmark: _7hy7s4c0pxdh][bookmark: _Toc242611244]5.0 Change Objectives and Stakeholder Analysis
[bookmark: _9nigdy6h1e6q]Organisational objectives for change help to create a steady strategic plan to help the owner to lead and manage the change in the organization (Hendrawan et al., 2024). A stakeholder analysis is a useful tool to help the owner to identify people that might influence or benefit from the organisational change (Chernyi & Uotila, 2024). 
[bookmark: _Toc242611245]5.1 Scope and Objectives 
The proposed change extends beyond workforce restructuring to establish a consistent organisational culture, reflecting professional values, accountability and service quality. Previous difficulties within the self-employed model have highlighted inconsistencies in expectations and working practices. Oldham (2024) argues that embedding owner-manager values within SMEs requires more than communicating expectations and that employment alone cannot guarantee cultural alignment.
Building on the earlier micro- and macro-environmental analysis, it looks at operational concerns alongside external regulatory pressures and evolving professional standards. Recruitment should aim to highlight qualifications, demonstrable experience and clinical competence, and support professional development (Zhao et al., 2024). Nevertheless, competence must be assessed continuously rather than assumed from qualifications alone; therefore, feedback and reviewing performance will be key to the organisation's change management (Reineholm et al., 2024). 
Change also seeks to preserve organisational values while establishing a collaborative working culture. Hafstad et al. (2024) identify employee participation as an important mechanism linking organisational values with commitment and readiness for change. Consequently, success should be measured through professional competency, adherence to service standards, employee engagement, client satisfaction and financial sustainability, rather than workforce expansion alone.
[bookmark: _6c4lximk55s][bookmark: _Toc242611246]5.2 Stakeholder analysis
Table 2: Stakeholder Analysis of the Proposed Employment Model 

	Stakeholder

	Interest

	Influence

	Main concerns

	Engagement needs

	Owner / management 
	High 
	High 
	Profitability, reputation, leadership capacity 
	Financial reviews, implementation planning 

	Existing self-employed practitioners 
	High 
	Medium 
	Loss of autonomy, income and workspace 
	Individual consultation, clear notice and transition arrangements 

	Prospective employees 
	High 
	Medium 
	Pay, job security, qualifications, development 
	Transparent contracts, induction, training and feedback 

	Clients 
	High 
	Medium 
	Treatment continuity, safety, service quality 
	Advance communication, reassurance and feedback 

	Regulators, insurers and professional bodies 
	High / Medium
	High 
	Competence, professional standards and compliance 
	Qualification verification, policy reviews and compliance monitoring  

	Training providers / prescribers 
	Medium
	Medium 
	Competence, supervision and continuity of professional arrangements 
	Clear responsibilities and competency requirements



Table 2: Created by Hughes (2026), using Word. 
A stakeholder analysis identifies the factors driving the proposed change from self-employment to an employed workforce. Zwank et al. (2023) find that organisational change gives rise to competing expectations of fairness, suggesting that decisions justified on commercial grounds can still be seen as unfair.
Future employees may like structured development and job security but need clarity about their responsibilities, what performance they are expected to deliver and how they will develop (Al-Rakabi et al., 2026). Clients do not influence decision-making power, but they do have influence through retention, recommendations and complaints, so continuity of care is important (Khatri et al., 2023). Professional bodies, insurers and regulatory authorities also impact qualification requirements, clinical competence and operational compliance (Gershuni et al., 2023).
Sahay and Goldthwaite (2024) question the assumption that participation leads to less resistance, highlighting the conflicting expectations of stakeholders in the course of change. Likewise, Morrison (2023) demonstrates the value of employee voice, arguing that consultation should not be just a process of informing about decisions taken in advance but rather a genuine opportunity to influence implementation.
The employment model should therefore seek to balance commercial objectives with professional accountability, fairness and stakeholder confidence. However, the dual role of the owner as the decisionmaker and financially exposed stakeholder may generate potential bias in prioritising interests (Ciriello et al., 2025). Hence, there is a need for structured consultation, transparent recruitment criteria and regular feedback systems to manage uncertainty and support cultural alignment (Amajuoyi et al., 2024).
[bookmark: _ai42matcwkr6][bookmark: _Toc242611247]6.0 Leading and Implementing The Transition 
As a leader, it is important to implement change within the organisation to its best ability, seeking selection, evaluation and application into the organisation, as well as leadership and implementation responsibilities (Sott & Bender, 2025). 
[bookmark: _czsu3p54bxrn][bookmark: _Toc242611248]6.1 Selection and Evaluation of Change Models 
Table 3: Evaluation of change models Kotter (1995), Lewin (1947) and Hiatt (2006). 

	
	Kotter (1995)

	Lewin (1947)

	Hiatt (2006)

	Framework

	Eight-step change model

	Unfreeze, change, refreeze

	Awareness, desire, knowledge, ability, reinforcement


	Main focus

	Leading organisational transformation

	Preparing for, implementing and stabilising change

	Supporting individual change

	Strength



	Detailed leadership and implementation stages

	Simple and proportionate to a small business

	Recognises individual readiness and development needs


	Limitation

	Potentially complex and resource-intensive

	May oversimplify ongoing organisational change

	Less detailed organisational planning

	Application to salon 
	Recruitment, communication, induction, responsibilities and culture 
	Moving from self-employment to a stable employment structure 
	Develping staff confidence, competence and commitment



Table 3: Created by Hughes (2026), using Word. 
Selecting an appropriate change management model is critical to facilitate the transition from self-employed practitioners to an employed workforce. Kotter’s eight step model (1995) provides a systematic approach to organisational change, incorporating leadership, communication, employee engagement and embedding of new practices. Its sequential structure, though, can add complexity unnecessarily in a small organisation managed by the owner with limited resources and management capacity.
In contrast, Lewin’s (1947) three-stage process of unfreezing, changing and refreezing offers a more simplified model to prepare employees, introduce new working arrangements and create stable organisational practices. The simplicity of refreezing might fit the size of the salon, but the idea might be seen as restrictive in an aesthetics industry that is going through evolving professional standards and regulatory expectations. This signifies a requirement to balance organisational stability with ongoing adaptability.
Or Hiatt’s (2006) ADKAR model based on individual readiness through awareness, desire, knowledge, ability and reinforcement. It emphasises on individual development of employees which is particularly important when introducing employees with different qualification, experience and professional expectations. However, the emphasis on the individual offers less guidance to the integration of the broader organisational and financial responsibilities associated with employment restructuring.
Hence, Kotter is suggested as the main implementation framework supported by Lewin’s broader transition principles and ADKAR’s focus on individual adoption. However, this combined approach needs to be proportionate to the size of the organisation. Mladenova (2022) differentiates organisational capacity from readiness for change, emphasising the need to evaluate resources as well as motivation. Morrison (2023) also emphasises the importance of employee voice, arguing that successful implementation depends on providing opportunities for consultation rather than solely owner-driven decision-making.
Therefore, the proposed approach would adapt Kotter’s stages through open communication, recruitment based on the competences, structured induction, professional development and clearly defined responsibilities. The implementation would be flexible and would be calibrated based on employee feedback and performance evaluation during the transition.
[bookmark: _kfilncjj430][bookmark: _Toc242611249]6.2 Application to the workplace
The proposed change will be implemented in three phases, incorporating Kotter’s (1995) organisational framework, Lewin’s (1947) change principles and Hiatt’s (2006) ADKAR model. The integration of these approaches provides a structure, but its impact depends on the financial capacity of the organisation, the leadership resources and employee engagement.
Stage One: Preparation – The owner will explain the rationale for the restructuring, seek input from affected practitioners, and set clear expectations for employment. This reflects the awareness and desire components of ADKAR (Hiatt, 2006). In the recruitment criteria, relevant qualifications, experience and professional competence will be prioritised. However, consultation needs to be real; otherwise, the loss of trust can be the consequence of merely communicating pre-formed decisions without attention to stakeholder concerns (Morrison, 2023).
Phase Two: Implementation - The recruitment process will be followed by structured induction, competency assessment and the creation of clearly defined responsibilities. Employees will receive suitable training before they independently provide treatments to reflect the knowledge and ability elements of ADKAR (Hiatt, 2006). But boosting workforce capacity does not automatically mean improving organisational performance. Poor supervision, unclear responsibilities or insufficient financial resources could compromise the consistency of the services and the anticipated benefits of the restructuring process (Mladenova, 2022).
Phase Three: embedding change - regular staff appraisals, client feedback and continuing professional development will be introduced to reinforce professional standards and organisational values in the final phase. This is an ADKAR reinforcement element (Hiatt, 2006). Yet, consistent practices should not preclude further adaptation to regulatory developments or employee feedback (Bhati et al., 2023). Therefore, the implementation should be evaluated continuously and not be considered successful just because new employment arrangements have been created.
[bookmark: _xx8umzdxj94j][bookmark: _Toc242611250]6.3 Leadership and implementation responsibilities
The business owner is responsible for leading and implementing the change and has to balance strategic decision-making, clinical responsibilities and employee development (Okafor & Murphy, 2025). Centralised leadership may support consistency and accountability but over-dependence on the owner may limit delegation, employee autonomy and long-term organisational capacity.
According to Sott and Bender (2025), adaptability, empathy and long-term vision are important characteristics of effective leadership which are relevant to the proposed transition whereby employees may require differing levels of supervision, training and professional support. But employee satisfaction is not the only measure of effective leadership, as clinical competence, service standards and financial sustainability are still key (Oskarsson & Vik, 2024).
Duties will include setting recruitment criteria, checking qualifications and insurance requirements, managing induction, assigning treatment responsibilities and monitoring employee performance. However, delegation without assessment of competence can bring both clinical and reputational risk. Reineholm et al. (2024) emphasise the significance of change competence, which reinforces the need for leadership capability alongside organisational restructuring.
Furthermore, Morrison (2023) emphasises the importance of employee voice, arguing that constant consultation and feedback can enhance engagement and identify operational inefficiencies. This means the owner has to balance clearly managing and letting the employees have a say in decisions which affect their work.
Success will be defined by a gradual movement away from an owner-dependent mode of service delivery toward one of shared operational responsibility, while maintaining professional accountability.
[bookmark: _bukjig10p39n][bookmark: _Toc242611251]7.0 Managing Resistance and Supporting people 
[bookmark: _e6r9acx48tcv]The proposed change may be resisted because it involves the loss of professional autonomy, uncertainty about income and the loss of established working relationships. Employing staff could enhance organisational consistency and service delivery however existing self-employed practitioners may not experience these benefits. Cieślik and van Stel (2024) note the opposing advantages and disadvantages of self-employment and suggest that opposition should not be confused with unwillingness to change. 

These concerns can be conceptualised in terms of the three levels of resistance as proposed by Maurer (2010): I do not get it (misunderstanding), I don't like it (emotional/personal concerns), and I do not like you (distrust of leadership). Vague expectations of employment inside the salon might lead to misunderstanding, and reduced autonomy or perceived financial disadvantages might lead to emotional resistance. But to apply this model alone risks oversimplifying objections that may be based on legitimate contractual or financial concerns rather than individual attitudes.

Consultation and open communication might help the owner to identify these differences prior to implementation. Morrison (2023) emphasises the importance of employee voice, calling for the development of opportunities for potential employees to have a say on decisions about responsibilities, development and working conditions. But consultation needs to be meaningful, because asking for feedback without considering its implications could further erode trust.

It is therefore prudent for the owner to adopt a supportive, albeit accountable, leadership style, to clearly articulate expectations but also to be willing to revisit elements of the implementation plan. Feedback on workload, pay or training requirements may reveal shortcomings to be remedied. Ultimately, managing resistance effectively is about understanding competing interests, rather than universal consensus, and ensuring that organisational growth does not come at the expense of fairness, professional relationships or employee well-being.
[bookmark: _Toc242611252]8. Evaluating and sustaining the change
Assessing organisational change to find out how far it is achieving the intended outcomes is regarded as important (Vuong & Nguyen, 2022). While hiring employees may help grow the organisation and increase treatment capacity, it is important to measure success by revenue. The financial sustainability, the skills of the employees, client satisfaction and the operational consistency must also be considered as organisational capacity and readiness are also important considerations in change (Mladenova, 2022), whilst reinforcing the need to assess the ability of the business to sustain its new employment responsibilities.
[bookmark: _xr1yvsyyf6ie][bookmark: _Toc242611253]8.1 Success measures 
Before hiring, the owner should define baseline performance measures including monthly turnover, operating profit, client retention, appointment availability and existing service standards. Hendri (2025) suggests these can then be compared against performance after implementation.

The measure of success is the employee competency assessments, treatment productivity, client satisfaction, and profitability after employment costs. Hendri (2025) emphasises the importance of performance management in SMEs and suggests a systematic approach to evaluate organisational outcomes.

However, an increase in the number of appointments available or in turnover would not necessarily mean that the change was successful if additional staffing costs affect profitability or the quality of treatment. Performance should be reviewed monthly for the first six months with a formal review at three and six months (Hendri, 2025 and Reineholm et al., 2024). This would give the owner insight into financial or operational weaknesses before any further increase in the workforce.
[bookmark: _6em5qd9kipwp][bookmark: _Toc242611254]8.2 Embedding and reviewing new practices  
To sustain change, consistent procedures are required, employee development, and regular opportunities for feedback. The owner should have structured staff reviews after the first month, three months and six months and then regular performance reviews (Hendri, 2025 and Reineholm et al., 2024). These should look at clinical competence, professional behaviour, standards of treatment, development needs and employee wellbeing.

Feedback from clients should be gathered after appointments via short satisfaction surveys, and should be reviewed monthly along with complaints, rebooking rates and client retention (Hassaan, 2023). Morrison (2023) emphasises the importance of employee voice, noting that feedback from staff can also identify operational issues that are not immediately visible from financial metrics.

The owner should aim to gather feedback for changes, finding trust with their employees. Findings should therefore feed into further training, changed procedures and changes to workload or responsibilities. Reineholm et al. (2024) highlight change competence, advocating for continuous organisational learning rather than assuming that implementation alone guarantees sustainable improvement.

The owner must also recognise that excessive oversight can be a source of stress and diminish employee independence. Thus, a balanced review process should facilitate professional development but also hold people accountable. The success of the embedded change will depend on how embedded, affordable and adopted by staff new working practices become. 

[bookmark: _5hl8spbzzxni][bookmark: _Toc242611255]9.0 Recommendations 
The analysis recommends a phased approach to implementing the employment model to reduce financial and operational risks. The owner should first perform a detailed financial assessment before recruitment to ascertain if the anticipated treatment income would be enough to meet wages, employer contributions, training and other operational costs. First the recruitment should be limited to the number of people that the business can support. Secondly, clear job descriptions, competency requirements and structured induction procedures should be used to establish professional expectations and standards of treatment. Regular reviews and ongoing professional development should support employee development. Thirdly, meaningful consultation should be included as part of implementation, recognising that concerns around autonomy, remuneration and workload may identify weaknesses in the proposed model. Finally, financial performance, employee competence and client satisfaction should be reviewed against agreed targets, at three and six months. Where objectives are not met, the owner should modify the implementation strategy rather than proceeding with expansion when there is not enough evidence of sustainability.
[bookmark: _wb3hdmgg7dr3][bookmark: _Toc242611256]10.0 Conclusion 
For this assignment internal and external factors influencing the proposed change from self-employed practitioners to employed staff have been critically evaluated. While the change offers opportunities to gain experience treatment capacity, improve organisational consistency and support business growth, it also brings financial commitments, leadership responsibilities and potential stakeholder resistance.

The analysis shows that recruitment is insufficient for successful implementation. Transition management is vital for organisational readiness, communication, employee development and ongoing evaluation. While established change-management models and stakeholder engagement offer a framework, these models must be adapted to the financial and operational realities of a small aesthetics business.

The suggested change should be considered as a gradual organisational development approach rather than an instant solution to capacity constraints. The company’s long-term success will depend on the owner’s ability to balance commercial growth with employee wellbeing, professional accountability and financial sustainability.
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Table 2: Stakeholder Analysis of the Proposed Employment Model 
Created by Hughes (2026)
Using Word

Table 3: Evaluation of change models Kotter (1995), Lewin (1947) and Hiatt (2006). 
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