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Abstract



In recent years there has been a shift in ‘business as usual’ operations, with the Covid-19 
pandemic causing fluctuations in industries and changes in the way people value work-life 
balance, causing uncertainty in the cosmetology industry. This has prompted a study into 
the value of introducing new and innovative ideas to be considered for implementation. This study looks at the feasibility of introducing an education platform to a business that is already at operational capacity in its current setting but wishes to adapt to its macro and micro-environment and form a strategy to innovate and grow despite internal restraints. This report analyses industry statistics relating to post pandemic changes, perspectives on education and quality standards within the cosmetology industry. Furthermore, it provides answers to how education can assist employment within the business and what other opportunities it presents for internal stakeholders. The aim of the research is to discover a gap in the industry that would justify a change in business operations, to allow for the business to grow. This study uses the ‘small business lifecycle’ to illustrate the business’s current position and investigates its strengths to provide recommendations for growth. 

The results of the study found that due to the decline in apprentices and the rise in ‘home workers’ within the cosmetology industry, it was acceptable to make recommendations for introducing education to increase profits and improve internal employment, allowing director objectives to be met. Since the industry is changing and director objectives remain a focal point, it is not sufficient to allow business to carry on as usual, the recommendations in this report are set out to assist business directors to follow a framework which allows them to work on their business and not within in. 
Keywords: Cosmetology, Apprentice, Hair and Beauty industry, Education, Learning management systems (LMS), Business life cycle, Work based learning (WBL), Leadership
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1. [bookmark: _Toc119275899]Introduction and definitions

In order to determine if it would be feasible to extend a Welsh hair and beauty salon to incorporate internal and external education services, this report will research important theories and models using a theoretical framework and will include industry statistics related to post Covid-19 pandemic changes, which are linked to cosmetology education and expected standards within the industry. The report will then include suggestions for the business stakeholders on how to proceed. The report also considers how introducing education can assist employment within the business and what opportunities it can present for stakeholders. The aim of the report is to identify a gap in the industry that suggests whether the business should seek to change their current setting and continue with recommendations to assist growth.

Definitions:
Cosmetology - The hair, beauty and aesthetics industry amongst others such as holistic therapies.

[bookmark: _Toc119275900]1.1 Structure of report

1. Part one provides an introduction, with a brief overview of the business background. A background of the study is provided to explain what needs to be understood, in order to make a conclusion and recommendations. Furthermore, explaining the rationale behind it, resulting in a research aim that provides answers to three research questions and three business objectives. The last part of this section provides a problem statement which identifies the current age of the business in the ‘small business life cycle’ (Figure.1) and identifies links between this model and the businesses desired outcome.

2. Part two looks at the ontological evidence in topics related to education in the cosmetology industry, business culture and the success of tools that assist education and business culture change.

3. Part three looks at the epistemological evidence within the business, by looking at internal influences of the micro-environment.

4. Part four seeks to create links between ontology and epistemology, by finding a gap in the ontological research, which compliments epistemological findings.

5. Part five seeks to use the link between ontological and epistemological research to be able to form a set of educated recommendations.

[bookmark: _Toc119275901]1.2 Background of the business

For the purpose of this report, a Welsh Hair and Beauty Salon will be referred to as ‘the salon’. This salon currently employs two members of staff, who are also directors. The salon also rents a space to three other members of staff, these staff are responsible for their own income, however, work with the directors to keep up expectations and standards, acting like a team.
It has been identified that the salons directors have reached a roof on the income related to their employed roles, and this has prompted the enquiry into ways to increase income and profits. The directors first sought to build their business by working in client facing roles, whilst always working towards stepping away from those roles as they employed more staff. This approach has caused several problems:
· Working in the business, rather than on it 
· Reliant on the income created by themselves 
· Time restraints due to being fully booked 

Although, whilst the directors have worked in client facing roles, they have also improved their skills with business knowledge and training qualifications, whilst seeking to introduce education to the salons list of services. This report aims to look at the feasibility of introducing a desired education platform to the business, followed by any further recommendations.

[bookmark: _Toc119275902]1.3 Background of the study 

Understanding the factors that motivate or de-motivate business owners and identifying key objectives for business growth is a key starting point to this study. To be able to recommend further steps to allow the directors to begin working on their business rather than on it, this study looks at the macro and micro-environment of the salon and the strengths and weaknesses of the directors and internal stakeholders. These factors will be paired with industry statistics related to education, and trends in the cosmetology industry, to find a gap in the market which will answer whether it is feasible to introduce an education platform to the current business operations.

[bookmark: _Toc119275903]1.4 Research aim 

This study's primary objective is to determine whether adding an education platform to a business that is currently operating at capacity, will be advantageous to the business and its stakeholders. This report will be presented to the appropriate parties to support their need to alter the organisation's current operations, while also aiding other employees and establishing new responsibilities. For the directors to be able to walk away from their client-facing roles, it is important that they have a better understanding of the company's financial outlook, employment success and their ability to lead and manage their team within cultural change.

Research questions:

The report askes the following questions in order to provide recommendations to the salon.

1. How will the introduction of educational operations act as the next step in the business’s growth, considering it is at full operational capacity in its current setting?

2. How can the introduction of education in the workplace assist the employment process?

3. What other opportunities does introducing education propose to the business and its stakeholders?

Research objectives: 

1. To identify the strategies and methods used by other businesses to increase their income.


2. To analyse the factors that contribute to successful employment and upskilling.


3. To identify the key opportunities that emerge as a result of introducing education to a business, in terms of both internal and external stakeholders.

[bookmark: _Toc119275904]1.5 Rationale of the study

There has been a shift in cosmetology business operations over the last five years, which are more recently affected by the Covid-19 pandemic. These shifts have caused changes to the way people work, train and value their personal time, causing uncertainty in the cosmetology industry, or at least for the traditional businesses within the industry. As a result, the directors that are consulted within this report have expressed their desire to step away from the demands of client facing roles, to spend more time on their business, but to also achieve a better standard of living and work-life balance. The rationale behind this study is to seek solutions on how they can achieve this, in an industry whose staff and potential staff want the same outcome and to find a gap in the market which will justify whether it is feasible to introduce an education platform to the current business operations

[bookmark: _Toc119275905]1.6 Problem statement  

The salon directors have identified that their choices over a three-year period have resulted in them working in the business, rather than on it, and this has resulted in them being reliant on the income they create from their own roles. Furthermore, the popularity of the salon, means that directors are fully booked which puts a strain on their ability to spend time working on the future of the business. According to Gerber (1995) this would place the business in the infancy stage of its life cycle (Table.1). However, it is noted that attempts have been made, although hesitantly, to emerge into the adolescent stage by seeking help from others and employing staff. 
	When considering the employment of staff, this comes in the form of subcontracted staff, those who run their own business within the salon. The researcher questions whether the business has in fact attempted the adolescent stage, if the staff are not directly employed by the company. More so, because the staff focus is their own ‘technician’ work, and whilst their income takes the strain off the directors’ finances, it does not help them to get other jobs completed, such as the paperwork, books, legal requirements etc. Neither does it free up time for the directors to work in what Gerber would call the ‘manager’ or ‘Entrepreneur’ role.
Gerber (1995, p.11) identifies that most business owners, including cosmetologists began their careers doing technical work for someone else. Those with entrepreneurial spirit are often tempted by the idea of being their own boss, and many people make the mistake of assuming, that if they can handle the technical work, they can handle running a business as well (Read and Grow, 2020).	
	Gerber (1995, p.19) defines three personalities of a business owner, entrepreneurs, technicians and managers, but explains that these three personalities cause much conflict. Therefore, to be aware of this theory, would be beneficial to the business owners, as it brings an awareness of their current position in their business’s life cycle. The awareness should further assist planning the future of their business in addition to accepting the recommendations in this report.







Table. 1. Gerber’s three E-Myth personalities

	The role/personality
	The traits

	The Entrepreneur
	The dreamer
Lives in the future
The visionary
The creator
The innovator
The creative personality
Craves control
Creates opportunities

	The Manager
	Pragmatic
Lives in the past
The planner
The organiser
Craves order
Sees problems in opportunities

	The Technician
	The doer
Lives in the present
Works to create direct income



Adaptation of Gerber (1995, p.23-29)


The researcher identifies that the salons directors began their business in line with Gerber’s ‘entrepreneurial seizure’, they wanted to create a business to create a job for themselves, and whilst they had the intention to be all three personalities, they have settled into a technician role, doing technical work and creating an income for themselves. Gerber argues that unfortunately, very few business owners can balance their roles or personalities, and that a business owner is typically 70% technician, 20% manager and 10% entrepreneur. It is evident that the salons owners fall victim to Gerber’s evaluation, and according to Gerber, considers the wrong person to oversee the business, ‘The Technician’. The researcher agrees that for the business to be successful, the directors need to spend less time in the technician role. 


















Figure.1. Gerber’s Small business life cycle
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2. [bookmark: _Toc119275906]Literature review 

The literature review helps the researcher to study and understand existing academic work, theories, and models, to be able to apply, analyse and evaluate their findings, and to make further recommendations to the salon. The researcher seeks to use knowledge and secondary data via academic sources, obtained via their university library, google scholar, textbooks and university year books. Furthermore, they will explore secondary data from industry specific sources such as StatsWales, the National Hair and Beauty Federation (NHBF), the British Beauty Council (BBC), GOV UK, the FSB and Deloitte. Data can also be obtained via insurance company reports; however, these will need to be verified via one of the aforementioned sources.
	 
[bookmark: _Toc119275907]2.1 Structure of literature review

The literature review considers relevant topics related to cosmetology education and will first look at the post Covid-19 cosmetology industry, to understand how businesses function in a new environment considering micro and macro changes. The review links post pandemic business environments with businesses that wish to change their culture, to enable new ways of working and growing. These new environments reflect a decline in traditional educational options and an increase in ‘home working’ and self-employment. Due to the director’s interests in education, the review then looks at successful business tools that assist business innovation.

[bookmark: _Toc119275908]2.2 The post Covid-19 cosmetology industry

According to a recent report, the hair and beauty industry saw up to 30% of self - employed staff choose to convert garages or rooms in their houses or go mobile since the Covid-19 pandemic (Slater, 2021). Furthermore, 30% of self-employed staff came from nearly two thirds of all employees in the sector, with 62% reporting they chose the change for ‘career autonomy’ and to achieve work and family life balance. 80% of those respondents stated that they would continue to trade as self-employed, whilst 60% report making more money since being self-employed. However, it is worth noting that these two statements, may not be interlinked as it is currently possible that self-employed workers can work inside other businesses, such as the salon being consulted in this report. Therefore, the percentages reported may not all relate to the number of self-employed staff who have converted personal spaces or work mobile.

“The survey findings make it clear that self-employment within the personal care sector is a trend that is here to stay. The freedom and autonomy that working in this way gives to practitioners, who are predominantly women, to balance their careers and other commitments such as family is impossible to ignore. However, as self-employment grows, it is likely that practical learning opportunities in salons will decline, creating a worrying skills gap. This represents a new challenge to maintain the visibility, standards and level of service our sector needs to continue building its reputation with policymakers and wider society. Adequate skills, training and insurance and operating legitimately are essential to this.”
Brownlie, Cited in Slater (2021)

NHBF (2022) agree that there is a skills crisis caused by several interrelated issues, including financial challenges, recruitment and retention issues, and training and qualification requirements. Furthermore, NHBF state that whilst there is no single cause for the skills crisis there is no single solution. However, the purpose of this report is to analyse this information and propose recommendations based on the findings, and pair them with the salons current position, staff skills, and micro and macro environment, to identify what they can do to fill a gap in the market and continue to grow their business.
GOV UK (n.d) state that apprenticeships take two to three years to complete their work-based learning (WBL), this presents an opportunity for alternative ways that students can learn, a more attractive route to qualification which also reflects the emerging trend of working from home. With an apprentice earing £4.81 per hour in their first year, for forty hours per week they will receive an income of £192.40 per week. This totals to £10,004 per year and increases slightly per year and becomes dependant on age. This prompts a question regarding whether there is an opportunity to learn faster and earn more, which is assumed to increase interest and productivity in a learner, and prevent drop out.
Anecdotal evidence shows that hair and beauty courses range from tens to thousands of pounds in the U.K, with many offering little to no support. This is known to be true from the researcher’s personal experience, from searching for the right course to take, based on their own needs, and experiencing what those courses have to offer. The researcher has completed cheap courses to receive a quick qualification, but this choice was made because they had someone unaccredited in their workplace, who could further upskill them. The researcher assumes that this may not be the case for everyone buying into cheap courses, and could, therefore, have an overall effect on quality and safety within the industry. Furthermore, the researcher has also found more expensive courses to be equally as poor in value, with a lack of support and diss-interest in health and safety. The researcher has attended three cosmetology courses over the last five years, which in each, the educator gave them anatomy and health and safety handouts, but asked them to read them in their own time, with no testing to be carried out on the topics later. This could be down to the pre-requisite terms on some courses; however, it disengages the learner from staying relevant within their field which is a critical issue for quality and standards within the industry.
To unlock increased productivity and growth in small firms, it is essential to make sure small employers can find and keep qualified staff (Impey, n.d), however, sobering research reveals that 57% of hair and beauty businesses have open positions, and more than half of these positions took those businesses longer than 16 weeks to fill (NHBF, 2022). Could the decline in apprentice rates and the interest in working autonomously assist in the salons objective to use education, to assist the employment process?

[bookmark: _Toc119275909]2.3 The learning organisation and dealing with cultural change

When considering the introduction of education to the workplace, it is also worth considering the benefits to the salon’s internal stakeholders. When an organisation adopts an educational culture, it should in-turn create a ‘learning organisation’. Learning organisations in this context, differ from education or training organisations. The researcher assumes that as education and training will be introduced to the business, this should inspire teachers to share their experiences with colleagues. Any organisation that promotes information transmission for the purpose of fostering both personal and professional growth, is referred to as a learning organisation (ELM Learning, 2022).  
	Sprouts (2017) report that a learning organisation attracts and retains talents and obtains a competitive advantage against slower learning organisations. However, Senge (2008, p.71) explains that those learning organisations are made up of individuals who consistently work towards improving their future self. Therefore, the research prompts the question of how? How does the business create a learning culture, and does it just happen because external education and training has been introduced to the business? The researcher would assume, that because education is introduced, it should become part of the wider company culture. However, there are further theories that may need to assist the new culture. Such as, creating a ‘shared vision’ through transformational leadership.

‘Communicating vision is a fundamental task of leadership. Mission clarification and goal setting, therefore, are priority tasks for an effective leader. We live best by living on our hopes rather than on our fears; by looking to the future, not the past. A leader sets the tone, the motivation, and the positive attitudes about the future of an organization or the group that he or she is leading and articulates these clearly as part of the mission and goals of the organization.’
Parnell (1988, p.1. Cited in Roueche, et al., 2014)

Covey (2015, p. 176) looks at creating a shared vision through mission statements, stating that ‘to be effective, that statement has to come from the bowels of the organization’.  The idea is that the leader does not create the vision for others to follow, but everyone in the business contributes to a shared vision through a mission statement. The researcher believes that this approach is an essential tool in communicating the precursors for organisational change. However, for this to be implemented the leader or directors need to possess communication skills, to set the direction of the new activity. 
The new culture which is formed around the changes applied to the business, are assisted by the cultural difference of each stakeholder. Johnson et al, (2018, p.178-9) explain that when people form a new environment based on their own cultural influences, it creates a competitive advantage which is difficult for other businesses to copy, because each cultures origin is different, and whilst it is difficult to replicate, it is also hard for the business to change its current culture. 
There are problems that may arise from a change in culture, Lewin’s (1951, as cited in Alanis Business Academy, 2014) forcefield analysis insists that there are opposing forces that manifest when confronted by change, these forces are driving and restraining. Due to the possible introduction of education to the salon, a change in culture is likely, particularly if the directors seek to include their internal stakeholders. In order to encourage driving forces and lessen restraining forces the researcher could recommend using tools such as: 
· A communication plan to explain to internal stakeholders, what the introduction of education means to the business, and what the benefits are to all stakeholders.
· A personal development plan, outlining the benefits to individuals keen to participate in their own development.
· A shared company vision through a mission statement. If the company is changing to include education as a service, the vision for the company is also changing. 

When considering the next step in the salons growth, the researcher would recommend that internal learning would see a return on investment (ROI) due to its admiration amongst small business owners. However, whilst internal development is desired by 91% of small businesses, only 43% of small to medium enterprises in Britain are currently investing in staff training and development (FSB, 2017, cited in Wright-Whyte, 2017). This is thought to be down to costs associated to training, however, one of the salons directors already has the benefit of being qualified to teach subjects in which they are trained (Appendix A), could this present an opportunity to create an internal training programme that reflects the salons budget? 
Measuring the ROI of internal training is another matter, whether the initial investment is made by bringing external trainers in or by using the skills of the directors, time and costs associated to the training will be incurred in some way. Measuring the ROI can be time-consuming and difficult, leaving many aspects difficult to quantify (Pineda, 2010 & Curado 2014). However, there are other aspects to considering when evaluating the success of training. The Kirkpatrick model, looks at four principles that identify training satisfaction:






Table 2. The Kirkpatrick model for evaluating training

	Level 1: Reaction

	Aims to observe whether the participants enjoyed the training and found it relevant.


	Level 2: Learning

	Asks whether there was a knowledge transfer


	Level 3: Behaviour

	Asks whether the participants behaviours changed and whether they applied what was learnt when they returned to work

	Level 4: Results

	To what degree did the training have an impact on the workplace?



Adapted from KirkpatrickPartners, (n.d)

Whilst these principles may not be directly associated to financial return, it does reflect that learning has taken place and whether it has been transferred to the workplace. The researcher then assumes that this will in turn create income for a cosmetology business. 

[bookmark: _Toc119275910]2.4 Accessibility of learning resources

If an existing learning organisation is keen to introduce an education platform to its existing services, it is worth considering the access options available to learners. Unquestionably, the Covid-19 pandemic served as a catalyst in accelerating consumer digital adoption and ushering in new trends, at a rate that few could have anticipated (Calugar-pop & Lee, 2020). Furthermore, Calugar-pop and Lee identify that the extent to which businesses adopt digital tools to operate and engage with clients is a crucial determinant of how well they may perform post-pandemic. 
In a survey conducted by Deloitte (2019) It was found that 88% of adults aged 18-75 owned or had access to a smartphone and 78% owned or had access to a laptop in 2019. Out of this age group it was identified that the sub age groups of 18-24 and 25-34 were most likely to own or have access to a smartphone, increasing the percentage to 93% and 94% respectively. There was no data presented for the percentage of 18-24 and 25-33 years old who owned or had access to a laptop, but the researcher would assume that due to the correlating figures, there would also be an increase for these age groups in contract to the 18–75 age group.
Due to the figures relating to smartphone and laptop accessibility, the researcher makes the assumption that most people would be able to access some form of online learning, especially relating to the salon’s demographics. In contrast to a traditional learning environment, students can use portable electronic devices containing built in digital information to learn at their convenience (Shih, et al., 2010). The convenience of mobile devices and their ‘increasing popularity’ (Bacca, et al., 2014; Dukic, et al., 2015) seems to be an emerging trend for the education sector. The ease of accessibility to the internet for most people enables enhanced knowledge as smartphones can be used to access a ‘pool of knowledge’ to support their professional and personal lives (Anshari, et al., 2017). 
Pools of knowledge can be presented in the form of learning management system(LMS), LMS’s are platforms which assist in the delivery of e-learning, allowing teachers to create, manage track and deliver courses (Ain et al., 2015; McGill & Klobas, 2009; Schinkten, 2021). These platforms allow education to take place without time constraints and is not bound by the student’s location (Ain et al., 2015). The challenge for training establishments is no longer based on how much technology should be used within course materials but how to adapt to using technologies in ways that are compatible with an establishments culture and identity, to improve success rates and student experiences (Dahlstrom & Bichsel, 2014). It is worth considering that talent developers are increasingly favouring online learning options since they are more adaptable when considering employee schedules and learning pace (LinkedIn, 2018). However, in a report by Dahlstrom and Bichsel (2013), it was found that although e-learning is increasingly popular, and students value online LMS, they still prefer traditional education. Therefore, their preference is for a blended approach to learning. 

[bookmark: _Toc119275911]2.8 Summary 

To summarise, the post pandemic cosmetology industry has seen a shift in employment demographics which could influence the way education is distributed in the industry. Less cosmetologists in managerial roles could mean less learning opportunities in traditional businesses and more self-employed cosmetologists could contribute to a decline in quality and standards in the industry. Furthermore, creating a ‘crises or ‘skills gap’. Apprentices have been identified as having low pay and long periods in education, albeit WBL. However, alternative options, such as training with external training providers, have been identified as being poor quality, although this is only the experience of the researcher.
Employment in the cosmetology industry, continues to be an area of concern, although it is imperative to improve productivity and growth, companies must be able to recruit and retain staff. If this doesn’t happen, it could further effect training in the cosmetology industry.
Education within the learning organisation, benefits stakeholders in terms of personal and professional development and provides the business with a competitive advantage, however, efforts are needed to ensure culture change is a smooth transition. Internal development rates within businesses are considered low, however, the researcher has identified the possibility of creating an internal framework, produced by the qualified directors, which will have a positive effect on budget and adds another aspect to the growing the business. Access to technologies has been researched, and findings suggest that very few people, won’t have access to smartphones or computers if the business needs to innovate.




















3. [bookmark: _Toc119275912]Research 

The research in the literature review aimed to investigate a gap in knowledge, to justify the businesses desire to move forward with an introduction of educational services, the literature identified that there had been a decline in apprentices, and a rise in ‘home working’, or preference to work autonomously. This proposes a risk to the interests of the industry in terms of a ‘skills gap’ (NHBF, 2022). Therefore, the researcher identifies this as an opportunity for the business. In section three, the researcher will research the micro and macro environment of the salon, and analyse the findings alongside the ontological research, to be able to recommend further steps.

[bookmark: _Toc119275913]3.1 Research proposal

A clear direction of the research began to take place when no research was found on transforming a hair and beauty salon into a training establishment, or to include training in its list of services, despite the researcher’s observation that many salons are making this innovative change. Therefore, the literature focussed on the post pandemic cosmetology education industry, changes in culture and the accessibility of modern technology to aid education. In addition to the literature, the researcher must investigate the epistemological evidence within the business by looking at internal influences of the micro-environment.

[bookmark: _Toc119275914]3.2 Research approach

A swot analysis has been conducted (Appendix A), taking into consideration what is currently known about the business, its staff and services. This analysis helped the researcher to understand links between the staff strengths, and if they matched the opportunities presented in the literature review. Furthermore, a PESTLE analysis was conducted (Appendix B), to measure the affects that the macro environment may have on the business’s plans to grow.

[bookmark: _Toc119275915]3.3 SWOT Analysis

A SWOT analysis was done on the salons internal and external influences based on what is already known about the salon and its staff (Appendix A). The analysis found that the salon had a strong brand name which attracted new clients and retained a loyal client base. This brand strength could be considered a core aspect in attracting new clients to an educational platform. The salon staff are also highly skilled in their industry, this is observed by the researcher to attract a certain type of client base. These successes are believed to be the reason why the directors are struggling to make changes to their business in terms of increasing income and profits. Whilst they work within the business, in client facing roles, they have little time to spend on the future of the business. Further drawing importance to Gerber’s (1995) E-Myth model. This presents an opportunity to look at the salons high ticket services (Appendix C) as a solution to gaining more time to spend on the business.

High ticket service + Reduction in service time = Increased time to spend on other pursuits.

As a result of this formula, the directors will be able to match or increase their income whilst freeing up time to spend on other options. This also presents the opportunity to move low ticket services over to newer members of staff, which helps them improve their skills, grow their client base and as a result injects more income into the business. However, this may create other problems and the directors must agree that this extra time is spent on improving the business and not an excuse for a day off.  
[bookmark: _Toc119275916]3.4 PESTLE Analysis

The directors were asked to think about their current business position and their prospective business position, and consider which macro environmental factors could have an impact on the future success on the business (Appendix B). 
	When considering political aspects, the directors show concern over the political uncertainty linked to social and economic factors which are later discussed. Despite the desire to introduce education to the business, the directors are concerned about future changes that could be made to education targets and standards set out by government which could lead to disruption to their prospective interests. However, industry leaders such as the NHBF (2022) and the British Beauty Council (Slater, 2021) have highlighted the importance of maintaining the skills of workers within the cosmetology industry, despite emerging trends of workplace demographics. In addition to the political concerns regarding education, there is also concern over finances. In particular, the government have re-introduced business rates, post-pandemic. Whilst this was expected to return at some point, it has inevitably had an impact on businesses finances and needs to be factored into recommendations to ensure the continued success of the business. There are also concerns over the taxes that could be introduced to businesses considering political uncertainty. 
When considering economic factors, the directors are concerned about product price rises which in turn affect the profitability of services, if prices aren’t increased in line with inflation. The salon directors report two reasons to be hesitant in increasing prices

1. The belief that the salon will lose clients to cheaper competitors
2. The salons standards do not justify the price increases that they would compare with more prestige companies, especially those in more affluent areas.

Furthermore, there is a concern over the needs of staff and their outlook on work regarding the cost-of-living crisis vs their pay. In addition to the micro environmental economic factors, the directors also consider the macro impacts on utilities, which, furthermore, affect the supply chain and costs.
	Social factors also contribute to the concerns in which direction the business should take. Whilst the business expects a change in work culture would happen if an education platform were introduced, there is also concern over the change in values of the staff, and in fact the directors, who value their home lives more since the pandemic. The researcher identifies that this could cause conflict between staff, especially if they are no longer able to agree of a vision for the business and the way in which it should operate and move forward. Staff have also discussed how clients seem to be staying at home more or choosing holidays over nights out, which affects the company as business usually relied on weekend customers attending social events.
	The salon relies heavily upon social media as a marketing tool, as mentioned in their SWOT analysis. There are constant algorithm changes to social media which the directors report as an obstacle. It is also recognised that introducing education to the business will require additional systems, particularly an LMS. 
The directors also show concern regarding legal factors relating to health and safety and industry accreditation; however, it is understood that due to the director’s participation in the level 3 Award in Education and Training, they will have sufficient awareness of these topics.
To conclude on PESTLE factors, the directors report that staff are more conscious about the products they use in the workplace and the impact they have on their carbon footprint. This highlights the question, what will be done to maintain and improve environmental standards if more services, such as education, are added to the business?
	To summarise, the researcher identifies that many of these concerns contribute to the financial concerns of the business, which justifies making recommendations towards improving the business. 
[bookmark: _Toc119275917]3.5 Macro environment data collection

The National Hair and Beauty Federation (NHBF) identified a trending decline in the number of apprenticeships that have begun over the past five years, NHBF (2022) consider this to be partially attributed to decreased financing levels, fewer school applicants and the sector's trend toward self-employment. By 2025, the NHBF survey predicts that, if current trends continue, fewer than 3400 hair and beauty apprenticeships would begin in the UK. In Wales alone, figures are equally in decline (Figure.2). Apprenticeship levels have continued to fall in wales each academic year, which run from August 1st to July 31st. Academic year 2017 to 2018 saw a slight increase in starters on the previous year, from 810 to 870. However, starters began to decline from the second quarter of that academic year from 870 to 835 in the 2018 to 2019 academic year.
 
Figure. 2. Showing the decline in apprentice start-ups ___________________________________________________________________________
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Whilst the 2019 to 2020 decline is first assumed to be likely caused by the Covid-19 pandemic, when considering the first half (Figure.3) of the 2019 to 2020 academic year, which would have been pre-pandemic, the number of starters stood at 370 compared to the first half of the previous academic year, 2018 to 2019, which stood at 390, and 500 for the 2017 to 2018 academic year. These figures show a continuous decline in the amount of apprenticeship start-ups during quarter one and two, which are key onboarding periods. 
These figures have made it possible to compare the 2020 to 2021 and 2021 to 2022 academic years, where there has been an increase of apprenticeship start-ups in the first half of the 2021 to 2022 academic year, and although these figures are likely to increase only slightly in the third and fourth quarter based on the previous trends, it is likely that this academic year may continue in a post-pandemic climb. Therefore, it is wise to assume that apprentices are here to stay, however, they are certainly not as popular in the hair and beauty industry as they were five years ago and may be affected by the increase in home working and closure of salons.

Figure. 3. Showing decline in apprentice start-ups in the first half of each academic year
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Other key data the researcher has discovered in the literature review: 

GOV UK (n.d)-
· Apprentices earn £4.81 per hour in their first year
· Apprentices earn £192.40 per week based on 40 hours
· Apprentices earn £10,004 in their first year, based on 40 hours a week 

Slater (2021)-
· 30% of self-employed staff in the cosmetology industry have converted personal spaces into workspaces
· Those 30% made up to nearly two thirds of all employees in the sector
· Of those switching to self-employed, 62% reported doing so for career autonomy and work-life balance
· 80% agreed they would continue to trade as self employed
· 60% state that they make more money being self-employed, than employed

NHBF (2022)-
· 57% of beauty business have open positions which more than half of those positions take longer than 16 weeks to fill


FSB (2017, as cited in Wright-Whyte, 2017)
· Internal development is desired by 91% of small businesses
· Only 43% of small British businesses are investing in staff training and development

Deloitte (2019)-
· 88% of adults aged 18-75 own or have access to a smartphone, compared to 78% for a laptop
· The 18- 24 age group, and 25-34 age group are more likely to own or have access to a smartphone, increasing the percentage to 93% and 94% respectively.






























4. [bookmark: _Toc119275918]Analysis 

The literature review, research and data collection have illustrated an interlinked picture of the current state of education in the cosmetology industry. 


[bookmark: _Toc119275919]4.1 Literature analysis

It is clear, that there has been a shift in employment demographics and education within the industry. The issues raised in the literature, provide the researcher with adequate reasons to justify the salons objectives and is confident in the findings they have been able to allocate to the report questions.

[bookmark: _Toc119275920]4.1.1 How will the introduction of educational operations act as the next step in the business’s growth, considering it is at full operational capacity in its current setting?

By focussing on hi ticket services, the directors can free up time to focus on an education platform. If they don’t do this, they are unlikely to be able to escape the ‘technician role’ in which they are working. The apprenticeship decline, the rise of self-employed cosmetologists and rise of home working, proposes that the decline in apprenticeship starts ups will continue to fall due to less opportunities in traditional workplaces. This presents smaller businesses such as the salon, with an increased market share of those interested in pursuing a career in cosmetology. With more cosmetologists moving to self-employed positions or working from home since the Covid-19 pandemic, there is less of a need for apprentices in the traditional workplace. The decline in apprentice start-ups, increase in self-employment and working from home, presents an opportunity for the salon to consider their current business, and its survival rates going forward. If there continues to be a decline in these areas, the directors may continue to find themselves in the ‘technician’ roles of an infancy business (Gerber, 1995). By introducing an education platform with the intention of focussing part of its framework on new starters, who would have otherwise become apprentices.

[bookmark: _Toc119275921]4.1.2 How can the introduction of education in the workplace assist the employment process?

How the salon decides to price their courses is yet to be discussed, however, it is worth noting the options of contracting students who learn and work with the salon. For example, the salon may know of existing clients or friends and family who have previously shown interest in working at the salon but don’t have the experience or qualifications. In these scenarios, it could be worth drawing on the directors teaching qualifications to provide free training to the interested party, in return for an agreement to work for the company under a contract which covers the student for employment but also ensures that the student pays back their training costs through their employment over time.

[bookmark: _Toc119275922]4.1.3 What other opportunities does introducing education propose to the business and its stakeholders?

If the directors focus on high ticket services to escape the ‘technician role’, and use freed up time to focus on education, they can then allocate their lower cost services to staff. This will improve their skills and experience and is a key opportunity that may not have been possible in a short space of time.
Furthermore, easy access to learning reflects the cosmetology professional’s preference to working autonomously, this is particularly helpful for the directors who wish to step away from client facing roles.












































5. [bookmark: _Toc119275923]Conclusions and recommendations 

· Recommendations could be made to target the high-income treatments (Appendix C) in their advertisements, passing on lower value items to other staff and converting their low-cost treatments into educational courses. 
· The salon could consider targeting the market of new starters, whilst focussing on higher levels of service and support
· Internal training, to upskill staff to desk jobs, teaching jobs and management roles
· Due to the current situation with falling apprentice rates, there is an opportunity to market for the new era of training, focussing on training that supports home workers, which reflects the values of autonomy highlighted by NHBF (2022). Reaching this market also presents the business with the opportunity to recruit students who may still show an interest in working in a salon environment, hence improving chances of the salon’s employment 
· When considering the length of time in which an apprentice has to study in the workplace, as an alternative to traditional education the salon can offer short courses which qualify students sooner
· Additionally, the salon could offer continued support in the way of mentoring both online and in person to reflect the need to uphold quality and standards within the industry, which would fall in line with the salons current high standards. 
· Furthermore, whilst it is recommended that the student will have to pay an upfront cost for training, the long-term benefits are much more fruitful compared to the £10.004 salary they will receive from training
· Due to the lack of health and safety experienced first-hand, the researcher recommends a focus on health and safety and quality in all courses, even if they are already covered in a pre-requisite course. This continuously tests learner knowledge and keeps them up to date on any changes within the industry that they may not otherwise be exposed to. This adds value to courses and upholds quality and standards in the industry. 
· The cost of training in organisations, is thought to be down to costs associated to training, however, one of the salons directors already has the benefit of being qualified to teach subjects in which they are trained (Appendix A), therefore, a recommendation can be made to use these skills internally to keep costs of internal training down.
· It would be worth drawing on the directors teaching qualifications to provide free training for prospective staff, in return for an agreement to work for the company under a contract which covers the student for employment but also ensures that the student pays back their training costs through their employment over time.
· Regular meetings are recommended in addition to a clear plan of action for each month to support the directors in using spare time to work on the business.


In the learning organisation, it is not sufficient to assume that teachers will inspire their colleagues with ease, the organisation should seek to communicate the benefits of personal and professional development with their colleagues to ensure their collaboration. The researcher could recommend using tools such as: 

· A communication plan to explain to internal stakeholders, what the introduction of education means to the business, and what the benefits are to all stakeholders.
· A personal development plan, outlining the benefits to individuals keen to participate in their own development.
· A shared company vision and mission statement. If the company is changing to include education as a service, the vision for the company is also changing.


Recommended steps to initiate change within the organisation:

1.  Focus on high ticket services (Appendix C)
2. Transfer lower ticket services over to other staff
3. Use the extra time to focus on the business’s future
4. Set out plans to introduce education to the business, use the extra time to prepare modules and course content to be quality assured 
.
Increased time to spend on other pursuits + creating educational content = a new, higher ticket service

The last step will provide the highest value service and free up all other services to other members of staff
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	· The salon has a strong brand name and has a great client retention rate
· The salon offers a wide range of services with high and low-ticket prices
· The salon has highly skilled members of staff
· The salon has a loyal client base
· The salon offers 121 training in hair and makeup
· Large bridal customer base
	· The salon is heavily reliant on social media marketing
· The salons directors are currently working in the business and not on it
· The salon has some great ideas but fails to act on them before new entrants to the market
· Time management
· Infrequent staff meetings and communication
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	· The salon can increase sales by launching the sales of existing brands and their own brands
· The salon can draw on its teaching qualifications to drive a new service- focus on accredited courses over 121’s
· The salon can draw on its leadership and management qualifications
· The salon can look at its high-ticket treatments and drive them in their marketing
· Online selling and teaching
· Networking
· Team growth via employment, improves skills for all

	· The salon faces the threat of new entrants to the market
· The salon faces a loss of social media marketing due to its heavy reliance on one platform
· The salon faces the threat of fierce competition from its rivals
· Loss of clients at any time
· New team members may not hold relevant skills in communication which could affect client perceptions
· Closure due to rising costs
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PESTLE Analysis- Concern of the Macro environment when looking at the current business position and prospective business position of the directors and their business

	Political
	· Changes to political leaders, creating uncertainty in the industry when considering economic and social factors
· Changes in education targets 
· The need for highly skilled workers
· Concern regarding the governments reintroduction of business rates post pandemic, which increases company financial targets.
· Current uncertainty on which direction government will take on taxes

	Economic
	· Political aspects affecting utility price rises put a strain on the salon’s finances and affecting the supply chain, which increases costs
· Inflation is assumed to be affecting the personal lives of staff which could be affecting their outlook on work in regard to cost-of-living vs pay.

	Social
	· Change in work culture
· Change in values of staff and clientele
· Staff have discussed how clients seem to be staying home more or choosing holidays over nights out, which affects the company as their weekend income comes from people going out to social events  
· Staff may not get on or share a new vision for the company changes if education is introduced

	Technological
	· Constant changes in social media algorithms, which are hard to keep up with when considering the marketing the business
· It has been recognised that new systems will be required if introducing education, such as learning management systems

	Legal
	· Are we competent in health and safety? 
· Accreditation and quality assurance
· The lack of standards in the industry
· Changes in education legislation and requirements


	Environmental
	· Staff are more conscious about the products that are used to perform their roles and the impact they have on their carbon footprint 
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The salons current high and low ticket services with treatment times:

	Low
	
	Treatment time
	High
	
	Treatment time

	Hair
	£30-40

	60 minutes
	Makeup 121- own face

	£90
	90 minutes

	Brows
	£20-40

	30 minutes
	Makeup 121- 1 look
	£120
	120 minutes

	Makeup 

	£43
	45 minutes
	Makeup 121- 2 looks
	£200
	240 minutes

	Lashes 

	£30
	50 minutes
	Half day hair 121
	£180
	2.5 hours

	Nails
	£35
	90 minutes
	Full day hair 121
	£320
	6 hours

	
	
	
	Bridal makeup
	£110
	60 minutes

	
	
	
	Bridal Hair
	£110
	60 minutes

	
	
	
	Facials 
	£80
	60 minutes

	
	
	
	Microblading
	£240
	120minutes
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