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Complex Problem-Solving Report: High Staff Turnover in the Beauty
Industry

Introduction

One of the consumer industries in the UK with the quickest rate of growth is the beauty
business, which also makes a substantial contribution to employment and GDP
(Professional Beauty, 2024). However, a significant obstacle underlies this expansion: a high
rate of employee turnover among beauty experts. According to industry data, many qualified
beauticians leave regular employment to pursue self-employment or jobs outside the salon
and spa industry, with turnover rates significantly greater than in other retail and service
industries (Bella Bouji, 2025). This project identifies the issue, evaluates its impact and
scope, looks into its underlying causes, considers potential solutions, employs
decision-making strategies, and creates a plan for communication, implementation, and
monitoring. The report aims not only to address the specific problem of turnover but also to
highlight how strategic human resource management can improve organisational resilience
and competitiveness in a sector under mounting pressure.

Defining the Workplace Problem

The Problem

High employee turnover in beauty salons is the main issue, and it is caused by low
compensation, little opportunity for career advancement, growing competition from
independent contractors, and stress at work. For salon owners, this means worse service
quality, unhappy customers, and increased operating expenses. This paper presents
turnover as a significant barrier to both short-term profitability and long-term sustainability by
acknowledging it as a systemic issue rather than a singular occurrence.

Scope: Who Is Affected?

The issue of high staff turnover within the beauty industry does not affect a single group in
isolation but cascades across the entire ecosystem of stakeholders. Salon owners and
managers are at the forefront of this challenge, facing significant disruption when employees
leave frequently. They incur continuous recruitment costs, the burden of induction and
training, and the challenge of covering staff shortages. According to the National Hair &
Beauty Federation (NHBF, 2024), turnover rates in the beauty sector remain substantially
higher than the UK service-industry average, with many salons reporting that it takes up to
three months to recruit and fully train new staff. This directly reduces profitability and puts
operational pressure on small business owners, who already operate on tight margins.



Employees themselves are heavily impacted. Many beauty professionals experience low
starting wages, irregular working hours, and limited structured career progression. This often
leads to dissatisfaction, burnout, or a decision to exit the industry altogether. Research by
ICAEW (2024) shows that the beauty sector continues to struggle with staff retention, with
more than 60% of therapists leaving within the first three years of entering the workforce.
These conditions not only damage employee morale but also reduce the likelihood of
building a stable, skilled team that can support long-term business growth.

Clients and customers also experience the consequences of high turnover. A salon’s value
proposition is often built on personal trust and loyalty between a client and their stylist or
therapist. Frequent staff departures disrupt this relationship, creating inconsistent service
quality and undermining customer loyalty. The Times (2025) reported that 40% of beauty
clients are less likely to return to a salon if their preferred stylist leaves, meaning that
customer retention is directly tied to staff stability. For many businesses, this translates into
lost revenue, reduced repeat bookings, and a greater need for continuous marketing
expenditure to attract new clients.

Beyond the salon floor, the wider industry reputation is also affected. Persistent turnover
fosters perceptions that beauty jobs are low-paid, unstable, and lacking professional
development opportunities. This has serious implications for the pipeline of new talent. As
the Financial Times (2024) highlighted, recruitment into vocational training for hair and
beauty has declined in recent years, with many young people perceiving the sector as less
attractive compared to healthcare, technology, or hospitality. The result is a reduced inflow of
skilled professionals, compounding the long-term labour shortages that already exist.

Additionally, suppliers, training academies, and local economies are indirectly impacted. For
example, suppliers of professional products depend on salons with stable operations for
consistent demand. High turnover can reduce the scale and regularity of product purchases,
disrupting supply chains. Training academies also experience pressure, as the demand for
retraining and reskilling grows, but without the guarantee that newly trained professionals will
remain in the industry long-term.

Impact

The impact of staff turnover within the beauty industry is both financial and operational.
Recruitment and retraining costs escalate with every departure, eating into already slim
margins. NHBF (2024) estimates that the cost of replacing a single employee can exceed
£3,000 when recruitment, training, and lost productivity are factored in. For small
independent salons, this represents a significant financial strain.

Operationally, service consistency is undermined, which reduces customer trust and
damages the salon’s brand reputation. High turnover makes it difficult to maintain quality
control, as each new employee requires time to become familiar with salon standards and
client expectations. This problem is magnified in luxury or high-end salons, where customers
expect personalised and consistent experiences.



The challenge also affects profitability and sustainability. Without a stable workforce, salons
struggle to retain skilled professionals who contribute significantly to revenue generation.
Experienced stylists and therapists often have loyal client bases, meaning that when they
leave, they may take clients with them. This directly reduces revenue and creates
competitive risks if clients follow departing staff to rival businesses or freelancers.

Finally, on a broader scale, high staff turnover constrains the growth of the entire industry.
The UK beauty sector is valued at over £30 billion annually (Professional Beauty, 2024), but
labour instability acts as a brake on this growth potential. Salons that cannot maintain a
reliable workforce are unable to expand services, invest in innovation, or scale operations.
Long-term, this limits the sector’s ability to compete with other service industries that offer
more stable and rewarding employment conditions.

Root Cause Analysis

Understanding the root causes of high staff turnover in the beauty industry requires moving
beyond surface-level explanations and examining the underlying issues. Root Cause
Analysis provides a structured approach to identify not only what is happening but also why.
Two of the most widely used Root Cause Analysis tools - the 5 Whys technique and the
Fishbone (Ishikawa) diagram - are especially valuable in this context.

The 5 Whys Technique

1. Why are beauty professionals leaving their jobs?
Because they are dissatisfied with pay, career development, and working conditions.

2. Why are they dissatisfied with pay and development?
Because wages are relatively low compared to other service industries, and there is
a lack of structured career progression pathways.

3. Why are wages low and progression limited?
Because many salons operate on slim margins and rely heavily on
commission-based models, leaving little budget for higher base pay or training
investment.

4. Why do salons operate on such slim margins?
Because the industry is highly competitive, with price-sensitive customers and high
overhead costs such as rent, utilities, and product purchases.

5. Why does this competition result in squeezed margins rather than sustainable
pricing?
Because the industry has historically undervalued beauty services, with many
consumers expecting low-cost treatments. This cultural undervaluing reduces
profitability, which in turn limits investment in staff pay, benefits, and retention



initiatives.

The 5 Whys demonstrate that while staff exit decisions may appear personal, the true root
cause is systemic: a combination of underfunded business models, limited profitability, and
cultural undervaluing of the industry. Addressing staff turnover therefore requires tackling not
just surface issues like pay but also deeper business practices and industry perceptions.

Fishbone (Ishikawa) Diagram

The Fishbone diagram is another powerful tool that visually categorises potential causes of a
problem. For staff turnover in the beauty industry, the diagram can be divided into six main
categories: Management, Pay & Benefits, Training & Development, Work Environment,
Industry Perceptions, and External Market Factors.

e Management: Poor leadership, lack of staff recognition, weak communication, and
limited support systems contribute to dissatisfaction. Staff often cite the absence of
recognition or appreciation as a reason for leaving (NHBF, 2024).

e Pay & Benefits: Low hourly wages, reliance on commission-only models, limited
access to pensions or sick pay, and lack of performance-linked rewards. ICAEW
(2024) notes that many employees leave for industries where benefits are standard.

e Training & Development: Few structured career pathways, insufficient opportunities
for skill advancement, and limited continuing professional development (CPD)
programmes. This creates stagnation and frustration.

e Work Environment: High workloads, long or unsociable hours, physical strain (e.g.,
repetitive injuries from treatments), and stressful conditions reduce job satisfaction.

e Industry Perceptions: The beauty industry suffers from a reputation of being “low
skilled” and unstable, which reduces professional pride and discourages long-term
commitment (Financial Times, 2024).

e External Market Factors: High competition among salons, rising operational costs,
and the increasing popularity of self-employment or mobile beauty services draw staff
away from traditional employment models.

By analysing turnover across these categories, the Fishbone diagram highlights that the
issue is multi-faceted and cannot be resolved by a single intervention such as pay increases.
Instead, solutions must be holistic, addressing both financial incentives and non-financial
motivators such as recognition, wellbeing, and career growth.



Fishbone Diagram: Causes of Staff Turnover in the Beauty Industry
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Implications of Root Cause Analysis

The application of both tools makes it clear that high turnover is not simply a staffing problem
but a reflection of structural and cultural issues within the beauty industry. The 5 Whys
demonstrate that economic undervaluing and narrow margins ultimately restrict investment
in employees, while the Fishbone analysis shows that dissatisfaction is fuelled by a
combination of management practices, working conditions, and wider industry image.

This deeper understanding is essential for developing solutions that are both realistic and
sustainable. Interventions must therefore extend beyond short-term fixes to tackle
fundamental challenges such as low industry valuation, leadership practices, and career
development pathways.

Proposing a Range of Alternative Solutions

This analysis yields several possible solutions. To make salon work more financially
appealing, improved pay models could be introduced, such as commission systems,
revenue-sharing plans, or performance-based bonuses. Career development pathways,
which are backed by ongoing training and professional development, can also be used to
offer systematic advancement, such as going from junior to senior stylist or therapist to
management positions. Another alternative is flexible work arrangements, which enable
self-employed and hybrid salon models, part-time shifts, and rota flexibility to compete with
freelance options. Recognition programs, wellness initiatives, and more inclusive
management techniques could also improve workplace culture and raise morale. Additionall,
businesses might offer retention incentives, such as contracts with retention bonuses, staff
discounts, or access to professional memberships, in order to keep skilled professionals
within the sector. When these strategies are considered collectively, they form a toolkit for
building resilience and employee engagement within a challenging labour market.



Evaluating Solutions Using Decision-Making Techniques

Grid Analysis

The grid analysis compared alternative solutions using criteria such as financial viability,
ease of implementation, staff satisfaction, customer satisfaction, and long-term sustainability.
Workplace culture improvement scored the highest, followed by enhanced pay models. This
suggests that while pay remains a fundamental motivator, cultural factors play an equally
important role in shaping employee decisions to remain with or leave an organisation.

Grid Analysis of Retention Strategies
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Cost-Benefit Analysis

Reduced turnover saves almost £2,000 per employee annually in recruitment and training
expenses, however enhanced compensation models come with increased wage costs
(NHBF, 2024). The costs of training associated with career development routes are balanced
by the advantages of upskilling and long-term retention. Although they are expected to
increase employee retention and job satisfaction, flexible work arrangements can be
challenging to manage. Enhancements to workplace culture, like wellness initiatives and
recognition programs, usually have little upfront expenses but have a significant positive
impact on employee retention and morale. Retention incentives have a modest impact on



turnover and are a moderate expense. Taken together, these analyses demonstrate that the
most effective strategy is one that balances cost-efficiency with long-term cultural
transformation.

Decision

The ideal course of action is a combination strategy that includes improved compensation
models together with workplace culture enhancement through diversity, wellbeing, and
recognition. This combination directly addresses personnel unhappiness and budgetary
concerns while striking a balance between cost, feasibility, and long-term sustainability.
Importantly, the integration of cultural initiatives with financial incentives reflects best practice
in HRM, where intrinsic and extrinsic motivators are aligned to support retention.

Implementation Plan

Ideally, there would be multiple stages to the implementation plan. The salon should launch
a staff appreciation program during the first two months, which should include team
celebrations, peer recognition opportunities, and monthly rewards. Wellbeing measures, like
flexible break schedules, mental health training, and the establishment of peer support
networks, should be started between months two and four. Businesses can start updating
their compensation models in the third month, adding new commission structures,
performance bonuses, and ultimately profit-sharing plans. In order to guarantee efficacy,
management should assess the effects of these modifications, track retention rates, and
modify the programs as necessary beginning in month six. This phased approach ensures
both practicality and adaptability, giving space to evaluate initiatives as they unfold rather
than implementing abrupt, large-scale changes.

Gantt Chart

The Gantt chart illustrates the sequencing of initiatives, with staff recognition programmes
beginning first, wellbeing initiatives introduced in the subsequent months, and revised pay
models phased in midway. Evaluation and adjustment occur at later stages, ensuring the
cycle of continuous improvement is embedded throughout the process.



Gantt Chart: Implementation Timeline
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Success Indicators

This plan's effectiveness will be evaluated in a number of ways. The most crucial metric will
be a minimum 20% decrease in yearly employee turnover. Additionally, frequent staff
surveys will be used to gauge increases in employee satisfaction. Client retention rates and
repeat business will also be used to track customer loyalty. Lastly, to make sure the
improvements are financially viable, the business's profitability after a year will be assessed.
Together, these indicators provide a balanced scorecard that combines financial, operational,
and human-centred outcomes.

Communication Plan

Stakeholder engagement with the plan will depend on effective communication. Monthly staff
meetings that include appreciation ceremonies and progress reports can help ensure that
employees are informed and active at every level. Owners and managers will need thorough
quarterly reports that include financial results, retention statistics, and plan modifications.
Emails and internal newsletters can also be used to inform employees about changes to the
compensation model, wellbeing programs, and other advancements. Individual staff
feedback should be gathered at one-on-one check-ins to make sure issues are promptly
resolved. Customers will gain from more consistent service, even though they are indirect
stakeholders. Positive messaging regarding stability and staff development should be used
to keep customers interested. The communication strategy, therefore, operates on multiple
levels - internal, managerial, and external - ensuring alignment across all key groups.

Monitoring and Review Techniques
To ensure that the strategy continues on course, progress must be tracked. Managers will be



able to quickly detect and address delays by comparing results against Gantt chart
milestones through regular progress reviews. Measurable proof of progress will be provided
by key performance indicators, such as customer retention rates, employee satisfaction
survey findings, and staff turnover rates. By implementing feedback loops through monthly
staff check-ins, managers will be able to identify and address problems early on, halting the
escalation of discontent. Cost-benefit analysis will guarantee that the updated pay models
are sustainable in the long run, thus financial monitoring will also be essential. Finally,
quarterly milestones will be reviewed to determine whether adjustments are necessary,
providing a mechanism to bring the project back on track in the event of slippage. In this
way, the monitoring process becomes a proactive rather than reactive tool, ensuring that the
initiative remains relevant and impactful.

Conclusion

The beauty industry's high personnel turnover is a complicated and enduring issue that has
a significant impact on workers, companies, and clients. Using methodical approaches to
problem-solving, such as Ishikawa analysis, brainstorming, and the Five Whys, important
factors like low salary, inadequate career development, and a weak workplace culture were
found. Grid analysis and cost-benefit methods were used to investigate and assess a variety
of alternatives. The best approach combines better pay models with changes to workplace
culture. This solution has the potential to lower turnover, increase staff satisfaction, boost
consumer loyalty, and fortify the long-term viability of the beauty business with a
well-organised implementation plan, transparent communication strategy, and strong
monitoring framework. More broadly, this case illustrates how structured problem-solving in
HRM can address deep-rooted challenges that affect not only individual businesses but the
resilience of entire industries.
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