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This article examines the challenges of employee training and onboarding in the beauty industry as salon networks expand, 
including high employee turnover, inconsistencies in stylist training quality, and rising recruitment costs. It makes the 
case for standardizing training through a learning management system (LMS) that brings together educational materials, 
hands-on training, and professional skills assessment. The article analyzes the impact of digital training on the time it 
takes employees to reach target productivity levels, early-stage employee turnover, and client retention rates. It concludes 
that implementing an LMS can improve operational control and support business growth, provided that its economic 
effectiveness is evaluated using actual performance data.
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Introduction: The Scaling Paradox in the 
Service Industry

The beauty industry and related consumer service sectors 
continue to grow. However, as businesses expand, workforce 
management becomes more complex. When a business 
operates a single salon, the owner can personally oversee 
stylists’ work, correct mistakes, and help train new hires. As 
new locations open, this model begins to break down: the 
owner can no longer be everywhere at once, while quality 
standards must remain consistent across all locations. The 

challenge is not simply finding qualified professionals. 
Industry analysis reports an annual turnover rate of 40% 
among frontline employees (stylists and other service 
professionals) in the beauty salon segment. Every departure 
generates additional costs. According to the Society for Human 
Resource Management (SHRM), the total cost of replacing 
an employee—including recruitment, onboarding, and lost 
productivity—ranges from 50% to 200% of the employee’s 
annual salary. If this issue is not addressed, expanding the 
network may lead not only to increased revenue but also to a 
loss of operational control.
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This creates a paradox: a company opens new locations 
expecting to increase profits, but at the same time faces 
rising costs associated with recruiting and training staff. If 
this issue is not addressed, expansion may result not only in 
higher revenue but also in reduced operational control.

Critical Analysis: The Limitations of the 
Traditional Apprenticeship Model

Passing on experience from one stylist to another is a common 
way of training professionals in the beauty industry. It works 
well in a small salon: a mentor can observe a new hire’s 
work, point out mistakes immediately, and demonstrate 
how to perform a service. Challenges arise when the 
workforce grows and individual locations begin operating 
independently.

One standard, different training methods. Each mentor 
relies on their own experience. One explains each step in 
detail, another emphasizes speed, while a third passes 
on techniques they have used for years but cannot always 
explain. As a result, stylists across the same salon network 
learn to perform the same services in different ways. For 
clients, this can mean receiving different results depending 
on which stylist they book with.

There is also a financial dimension. A mistake made by an 
inadequately trained employee may require a service to be 
performed again, lead to excessive product use, or require 
the salon to compensate the client. In addition, correcting 
the mistake takes up working time that could otherwise have 
been used for new appointments. These losses may seem 
insignificant individually, but they add up across a large 
volume of services and multiple locations.

Another risk is associated with onboarding new hires. 
Employees need to learn service techniques, customer 
service standards, and the salon’s internal policies. When 
training is not structured, a significant share of the burden 
falls on the mentor, and it takes longer for a stylist to reach 
the expected level of productivity. A significant proportion 
of early-career professionals leave the industry or their 
employers early in their careers. For the business, this means 
losing its investment in recruitment and training, followed 
by additional costs to find a replacement.

Does this mean that traditional mentoring is ineffective? 
No. Hands-on training alongside an experienced stylist is 
essential. The problem lies elsewhere: without standardized 
materials, requirements, and assessment criteria, a company 
cannot ensure a consistent level of training across all locations. 
Mentoring should therefore be retained but supplemented 
with a shared training program and skills assessments before 
employees are authorized to work independently.

Proposed Solution: Digital Training 
Standardization through an LMS

As a salon network expands, the personal experience of 
highly skilled stylists is no longer enough. Employees need 
to be trained according to consistent standards, regardless of 
their location or mentor. One way to achieve this is through 
an LMS, which brings together learning resources, structured 
courses, and assessment results.

Where should the process begin? With the knowledge 
and experience already within the company. Procedure 
guides, instructional videos, and checklists document the 
steps involved in each service, quality requirements, and 
procedures for handling unusual situations. This makes 
knowledge that was previously passed on primarily through 
verbal instruction accessible to all employees across the 
network.

However, completing a course does not necessarily mean 
an employee is ready to work with clients. A stylist must 
demonstrate practical skills and perform a service in 
accordance with established criteria. Based on the assessment 
results, the manager decides whether to authorize the stylist 
to work independently or assign additional training. An LMS 
also helps identify knowledge gaps. If the number of service 
reworks increases at one location, the manager can review 
the stylists’ training and arrange additional hands-on practice 
rather than conduct another general training session.

But how can a company determine whether the system is 
actually working? Training outcomes should be compared 
with salon performance metrics, including service correction 
rates, service duration, and labor costs. Reducing service 
time is beneficial only if quality is maintained and there is 
sufficient demand for additional appointments. An LMS does 
not guarantee better results on its own; the impact depends 
on the training program’s content, practical instruction, and 
management effectiveness.

Time-to-Productivity—the time it takes an employee to 
reach the expected level of productivity—is an important 
metric for evaluating the economic return on training. 
According to research by Brandon Hall Group, organizations 
with structured onboarding processes improve new-hire 
retention by 82% and productivity by 70% compared with 
companies using an unstructured approach. This reduces 
the costs of recruiting and training replacement employees, 
while allowing mentors to devote more time to their own 
work. Client Lifetime Value is another important metric. 
According to a widely cited estimate by Bain & Company, 
a 5% increase in customer retention can be accompanied 
by a 25–95% increase in profits. However, repeat business 
depends not only on the quality of a stylist’s work but also 
on pricing, service, and booking convenience.
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Before rolling out an LMS across the network, a company 
should therefore compare changes in performance metrics 
with the costs of developing training materials, training 
employees, and maintaining the platform. This is the only 
way to assess the actual return on investment rather than 
assume it in advance.

Conclusion

Training standardization helps beauty businesses maintain 
consistent service quality as their salon networks expand. 
Implementing an LMS makes it possible to organize stylist 
training, assess practical skills, and identify knowledge 
gaps more quickly. This helps reduce employee onboarding 

time, lower the costs associated with correcting mistakes, 
and maintain consistent customer service. The economic 
impact depends on the quality of the training program, the 
organization of hands-on training, and the use of assessment 
results. To evaluate this impact, changes in salon performance 
must be compared with the costs of developing training 
materials and maintaining the platform. Thus, digital training 
standardization can become a practical tool for scaling a 
business, provided its effectiveness is demonstrated by 
actual performance metrics.
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