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As Dan Cavanagh arrived at work on Monday morning, his mind was focused on the meeting that 

would take place later that same week with his BDC advisors. The goal of the meeting was to discuss options 

for future growth for Calgary-based DelMar College of Hair & Esthetics.  

 While Dan was happy with the growth in revenues over the past 4 years, he knew that the college 

was approaching a key decision point. He had used program diversification as a means of growth. He now 

needs to plan out the next 5-10 years of business growth for the College. His goal was to double revenues in 

the next 5 years….and to be in a market position to double it again in the following 5 years. The College 

would surely be judged on growth in enrolment, but he knew that the successful integration of graduates 

into the workforce was perhaps even more important. 

 

BACKGROUND 

DelMar College of Hair & Esthetics was launched in 1950 as a school for future hair stylists. Based in 

Calgary, Alberta, the College currently offers a broad range of programs for individuals interested in working 

in the beauty industry. Entrepreneur Dan Cavanagh has more than doubled enrolments at DelMar College of 

Hair & Esthetics since he and his wife, Carla, took over the Calgary business in 2010. Cavanagh says 

careful market research has allowed him to identify potential clients, evaluate demand for new courses and 

find new opportunities. 

Cavanagh, a client of BDC Financing, admits he had to work hard to get up to speed on the 

competitive beauty industry and keep up with trends. He and his wife had both been educators who had 

spent the bulk of their lives teaching at the Kindergarten-grade 12 level. They each had Master’s Degrees in 

Education Administration. Dan explains: “I spent 10 years lecturing at Concordia University on pre-service 

teacher preparation with a focus on the use of technology in education. I was a Principal for 7 years before 

becoming an owner/President of Delmar. Carla was a High School teacher before becoming Education 

Director here at Delmar.” 

“It was a steep learning curve when we started,” he says. “I knew it was a sound business but wasn’t 

familiar with the hair or fashion industry. In the beginning, I was at the mercy of my employees. To sink my 

teeth in right away, I joined the largest industry association I could find—the American Association of 

Cosmetology Schools.”  

“With my background, I became the Chair of the Career Educators Alliance (an organization of 

educators under the AACS umbrella).  From 2012 to 2014, I devoted a lot of time speaking at conferences 

throughout the U.S. (Denver, New York, Florida, Arizona, Iowa, Pennsylvania, and Illinois).  What I discovered, 

was that there were a lot of educators in Post-Secondary environments with great skills that had no formal 
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training in how to teach.  They experienced a “baptism of fire” and were, in essence, thrown into classrooms 

in post-secondary schools in the area of health, beauty, and all manner of private vocational training.  In 

many cases, the local government had requirements that the teachers attend 12-15 hours of Professional 

Development annually in order to keep their licenses.” 

His involvement in the association provided access to valuable contacts, online discussions and the 

latest information on fashion trends and beauty training. 

When Cavanagh bought DelMar, the college offered only hairstylist training. He has since diversified 

into such areas as esthetics, medical esthetics, makeup and nail tech training. In response, student enrolment 

has increased to more than 300 students a year, from about 150. With revenues of just over $3 million and 

30 full-time employees, DelMar is likely the largest beauty school in the greater Calgary market. It is 

important to note, however, that M.C. College’s website claims student enrolment of 700. 

 

DELMAR COLLEGE 

Delmar College has been training hairstylists since 1950 and is one of the original hairstyling schools 

in Alberta. It is registered under the Private Vocational Training Act, a member of the National Association of 

Career Colleges, the Alberta Association of Career Colleges, and the Better Business Bureau. 

Delmar was recently honored with a first place Consumers Choice Award; recognizing excellence in 

the category of trade schools, for the third year in a row. 

  Delmar College is a MAC Pro Eligible School. This means that graduate students from the Esthetician, 

and Makeup Certification Programs can apply for their MAC Pro membership upon successful completion of 

either of these programs. MAC Pro members receive great discounts on ALL of their MAC makeup purchases.  

 

FACILITIES 

When Cavanagh bought the College, it operated out of a 14,000 sq. ft. leased building that cost 

$50,000/month. A top priority for the new owners was to find a new location that provided prominent 

exposure, easy access and ample parking at a price that reduced the monthly financial pressure on the 

organization.  

 The strength of the Calgary commercial real estate market made this a difficult undertaking. The city 

had experienced substantial growth, as was evidenced by the population growth shown in Exhibit 1. By 

partnering with BDC Financing for a loan, DelMar was able to secure a facility that met all of their needs, and 

fund the necessary renovations. DelMar College moved in to their new facility in November 2013, after 

completing a $1.3 million dollar renovation. 

 The new facility is similar in size to the old building, but provides upgraded training facilities, and all 

new equipment (including work stations imported from Italy, completely new wiring and HVAC, and 7 new 
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heating/cooling units, so vital in a school that produces heat daily). If the College introduces off-peak hour 

programming, including weekends and evenings, Cavanagh believes that the facility could accommodate up 

to 450 students. 

 

PROGRAM DEVELOPMENT 

Much of the revenue growth seen since Cavanagh bought the College was achieved through the 

introduction of new programs. New program launch decisions have been heavily influenced by market 

research: 

“Before starting a new course, we research the market carefully by talking to high schools, potential 

clients and relevant professionals,” says Cavanagh, a former commercial pilot and junior high school 

principal. “For example, we telephoned doctors to determine the need for esthetician training. Similarly, 

we’re investigating the film industry’s needs in Alberta for a planned course in special effects makeup.” 

This does not, however, guarantee success. Cavanagh points to a well-researched market need that 

the College explored recently. The College had recognized that cosmetic counter beauty consultants in stores 

like The Bay, Holt Renfrew and Shopper’s DrugMart (Pharmaprix in Quebec) received little training beyond 

that given by cosmetic manufacturers.  

“We consulted dermatologists, and developed a series of five questions that we could ask cosmetic 

counter beauty consultants to judge their level of expertise,” explains Cavanagh. 

The results were poor. This concerned DelMar and dermatologists because there is a 4-8 month delay 

in seeing skin specialists in the provinces of Alberta and B.C., so much of the skin care advice was being 

delivered by these consultants, and patients were potentially treating symptoms based on, in many cases, 

their ill-informed advice.  

DelMar developed a training program that was well received by cosmetic producers and addressed 

the market needs. It was competitively priced. But after a year of promotion, the program was withdrawn. “It 

likely failed because of a lack of awareness and the fact that cosmetic counter beauty consultants don’t know 

what they don’t know,” explains Cavanagh. Additionally, there appears to be no public or industry 

expectation for this kind of training.   

Cavanagh has also used DelMar’s website to deepen his understanding of his clients: “We ask our 

website visitors specific, targeted questions through online surveys. We also assess our promotional 

campaigns by analyzing the traffic they generate through Google Analytics.” 

One program area with potential is the Nuts & Bolts Training Program -- a program that focuses on 

business skills training that are necessary in the beauty industry. DelMar has distribution rights for it in 

Western Canada. Nuts & Bolts teaches individuals how to act and think like a businessperson, so that if they 

one day own their own salon or spa, they are prepared. The Nuts & Bolts program includes comprehensive 
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training in personal development, retailing, customer service, sales and how to find, land, and succeed in a 

first job. 

If the Western Canadian results are successful in this inaugural year, it is likely that the College would 

obtain the Canadian distribution rights. 

The program is attractive to DelMar for two reasons. First, it diversifies the College’s program 

offering. More importantly, it provides the potential for an additional income stream. For each student 

registered in the Nuts & Bolts program at a DelMar franchised college (i.e. a college that bought in the 

program through DelMar), DelMar would receive a commission.  Delmar also receives a discount from Nuts 

and Bolts for its own students in the program. 

 

COMPETITION 

 Most of DelMar’s instructors are full-time employees, though part-time instructors are used for the 

Nail and Make-Up programs.  

 DelMar’s tuition rates are very competitive. A typical DelMar tuition rate of $15,000 is about $1000 

less than their major competitor (M.C. College) and almost $4000 less than niche competitor Eveline Charles 

Academy.  

DelMar College faces a variety of direct and indirect competition. Dan Cavanagh has highlighted 4 

competitors who most impact DelMar’s enrolment: M.C. College, Eveline Charles Academy, ABM College and 

Aveda Institute. They vary in program offering and positioning, as shown in the following table:  

DIRECT 
COMPETITORS 

LOCATIONS PROGRAMS SLOGAN  

M.C. College 
Calgary, Edmonton, Kelowna, Red 
Deer, Saskatoon, Vernon & 
Winnipeg 

Hairstyling, esthetics & fashion 
Canada's Leader in 
Hairstyling and 
Esthetics 

Eveline Charles 
Academy 

Calgary, Edmonton and 8 Eveline 
Charles Hairstylist locations 

Hairstyling/barbering, esthetics, 
make-up artistry, airbrush make-
up, lash extensions, nails 

Alberta's Top Beauty 
School 

ABM College Calgary and Toronto 

Business programs, medical 
programs, oil & gas admin 
assistant, pharmacy assistant, 
esthetics 

Education That Gets 
You Hired 

Aveda Institute 
Calgary, Edmonton, Winnipeg, 
Montreal, Toronto, Vancouver, 
Victoria 

Hairstyling & esthetics 
Hair School: The Way 
It Should Be 
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There is also increasing competition from new training companies. In Alberta, hairstylist training is 

rigorously regulated. That is not the case in esthetics training, which is largely unregulated.  

Cavanagh understands that the top four direct competitors influence DelMar’s enrolment, but he is 

not sure that he is only competing against other schools: “We don’t have a tracking system that tells us 

where prospective students go beyond the initial lead if they don’t enroll with us,” explains Cavanagh. “We 

use Google Analytics to track where students go on our website (demographic, language, country, where 

they enter and exit the website, keywords when searching for us, etc.).  We also track every student upon 

graduation for placement; however, if they decide not to attend they tend to fall off the map.” 

 While Dan Cavanagh did not feel that he had to follow any individual competitor’s strategy, he knew 

that it was important to consider their positioning in making decisions for DelMar College. 

COMMUNICATIONS AND BRAND DEVELOPMENT 

Core to DelMar’s marketing strategy was its focus on product quality and a clearly defined target 

market. This, Cavanagh believes allows the College to fine-tune its messaging and images.  

“We’ve created a composite person we call ‘Amber.’ She’s 17 years old, has just moved to the city. 

She lives on her own, is a social person, and likes art.”  The College had not yet developed any additional 

profiles for secondary target markets. 

All potential communications are evaluated based on their ability to speak directly to this composite 

target consumer. 

Starting out, Cavanagh also relied on market research when updating DelMar’s 60-year-old corporate 

image: “We approached the students themselves by showing them mock-ups of new logos and prospective 

corporate colours. The students told us what they found most appealing and their participation also 

encouraged closer identification with the college. They chose purple because it is vibrant, and they are right 

brained and very artsy. We found their feedback to be crucial as they are our target market.” (See Exhibit 2: 

Delmar College Website Screenshot) 

Prospective students who visit the college’s website (www.delmarcollege.com) are provided with 

program details, information about the College and are encouraged to provide their contact info and indicate 

a program of interest. A sample email response to that data submission is available in Exhibit 3. 

DelMar reaches out to the student community through a Facebook page, a Twitter feed and a 

YouTube channel—all driving traffic to its website. The Twitter feed has had weak results, but Cavanagh is 

interested in enhancing its use. See Exhibit 4 for a sample of the DelMar College twitter feed.  

“We use Google Analytics to keep a finger on the pulse of how many hits we’re getting on our site, 

the pages visited, at what times, by whom and where they live,” Cavanagh says. “The data helps us to tweak 
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what we’re doing and improve continuously. We used to run a Google AdWords program, however, when 

you appear in the first 2 or 3 natural results for Google anyway, we thought it was a waste of advertising 

dollars ($600 a month for that campaign). 

 

CAREERS 

Much of the focus of DelMar is on job placement for their graduates. Currently, 98% of DelMar 

graduates are placed in jobs in their field. Job prospects are also an important component of the College’s 

recruiting efforts. The admissions webpage highlights the following: 

Career Possibilities 

The typical hourly rate for a Nail Technician in Canada is $11.61 to $17.30 plus tips 

The typical base salary for a new Esthetician in Canada is $23,520 to $34,084 plus tips and/or 

commission 

The typical base salary for a Sales Representative – Beauty Products in Alberta is $41,617 to $61,060 

The Typical base salary for a Trainee – Beauty Product Consulting in Canada is $23,510 to $34,026  

 

“Our family has owned hair salons in the Calgary and Lethbridge area for over 20 years and 

has always relied heavily on Delmar College of Hair Design for staffing our salons. In fact, when hiring, 

we actually search for Delmar graduates. We appreciate Delmar’s commitment to the industry and 

competent level achieved by their graduates. In our experience, their graduates are ready to be 

actively employed in a salon. I highly recommend Delmar College of Hair Design and look forward to 

many more years working with their graduates.”   PHd Professional Hair Design 

 

 

THE CHALLENGE 

 As Dan and Carla Cavanagh prepared to meet with the BDC, they discussed their options for future 

growth.  

 At its core, they knew that they wanted the College to double in revenues over the next five years. 

They also wanted to position the College so that years 6-10 would also see a doubling of revenues. The 

couple firmly believed that a focus on the top line, revenues, would ultimately give them the bottom line 

growth they were after.  Core to these revenues were tuition fees. Fees generated in the community by 

student’s hair styling were generally on a cost-recovery basis. 

 The Cavanagh’s were open to growing the College through new program development, market 

expansion or diversification, but they believed that any new revenue stream needed to respect the College’s 

history, its program strengths and the Cavanagh’s core competencies as educators. Financial reality, 

however, demands that any new venture proposals would be subject to rigorous ROI (Return on Investment) 

evaluation. Any new promotional efforts would take advantage of $40,000 the College had budgeted for new 

promotion for each of the next 3 years. 
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EXHIBIT 1: Calgary Population & Forecast (Population by five-year cohort) 

Age 
group 

2011 2012 2013 2014 2015 2016 2017 2022 2027 2032 2037 2042 

0-4 91,600 95,000 97,300 99,100 101,100 103,400 104,300 103,100 99,800 101,200 107,600 115,300 

5-9 80,900 85,100 89,000 93,100 96,600 98,300 101,500 108,800 107,200 104,500 105,900 112,100 

10-14 79,000 80,100 81,200 83,000 85,100 84,500 91,400 106,000 112,900 111,800 109,100 110,400 

15-19 83,700 84,200 84,400 85,100 85,600 82,400 86,200 95,700 109,900 117,300 116,200 113,400 

20-24 92,200 92,500 92,500 92,300 92,400 89,600 91,900 91,600 100,800 115,500 122,900 121,600 

25-29 111,300 112,000 110,300 108,300 106,700 103,700 104,900 100,700 99,800 109,800 124,500 131,600 

30-34 110,800 115,700 119,700 123,900 126,400 126,700 126,500 115,200 110,100 110,200 120,300 134,600 

35-39 108,200 111,100 113,800 116,900 120,500 124,800 127,500 134,800 122,700 118,600 118,700 128,500 

40-44 105,600 110,000 112,800 114,700 116,600 118,400 119,800 133,400 140,100 128,800 124,700 124,700 

45-49 108,400 108,500 108,300 108,700 110,200 111,800 117,100 124,500 137,500 144,800 133,600 129,400 

50-54 105,100 107,300 109,300 111,300 112,400 111,100 111,700 118,900 125,800 139,000 146,200 135,100 

55-59 85,700 90,900 95,200 98,900 102,100 105,300 106,500 110,400 117,400 124,300 137,200 144,200 

60-64 65,100 67,000 69,600 73,600 77,900 84,200 87,900 103,100 106,900 113,700 120,400 132,900 

65-69 42,600 46,400 50,200 53,500 57,100 62,300 62,700 82,900 97,400 100,900 107,300 113,700 

70-74 31,200 31,900 33,200 34,700 36,200 39,500 41,200 56,600 75,300 88,500 91,600 97,700 

75-79 25,200 24,900 24,900 25,000 25,100 27,100 26,400 34,900 48,300 64,400 75,900 78,600 

80-84 19,000 19,200 19,300 19,100 19,100 20,100 18,800 20,300 27,100 37,600 50,500 59,500 

85-89 10,800 10,400 10,200 10,300 10,400 11,200 10,600 10,400 11,400 15,500 21,300 28,800 

90+ 6,000 6,400 6,800 7,100 7,300 8,200 7,600 8,200 8,400 8,900 11,000 14,600 

                          

Total 1,362,400 1,398,600 1,428,000 1,458,500 1,488,800 1,512,600 1,544,500 1,659,500 1,758,800 1,855,300 1,944,900 2,026,700 

Source: City of Calgary, Calgary & Region Economic Outlook: 2012-2017 with Long-Term Economic Trends 2018-2042, Fall 2012 

 

 

EXHIBIT 2: Delmar College Website Screenshot 
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EXHIBIT 3: Introductory E-Mail to Prospective Students 

Thank you so much for your inquiry into Delmar College of Hair and Esthetics.  

Delmar College of Hair and Esthetics has been established since 1950 and is one of the original hairdressing schools in 
Calgary.  Our dedicated team of Professional Instructors are committed to your training and success in the Hair Styling 
Industry. 

Delmar College has now incorporated our innovative Nuts and Bolts business training program into our school. As a 
school, we look forward to further aiding our already-talented students in reaching their career goals sooner and more 
effectively.  The innovative Nuts and Bolts program helps students integrate the development of personal and business 
skills along with their technical skills training. Key learning concepts of the program include: retail education, 5-star 
service and becoming a successful business owner. 

Our 1400 hour Hairstyling Program will give you all the skills you need to enter the field with confidence. The hairstyling 
program is divided into 4 semesters with each semester being 10 weeks long. For students wanting to begin in January, 
May or September, classes are held Monday through Friday from 8:30am until 4:30pm for students in semesters 1 & 2.  
Once students reach semesters 3 & 4, classes are held Tuesdays through Saturdays, 8:30am until 4:30pm.  If however you 
prefer to start in March, July or November, all 4 semesters will be from Monday to Friday from 8:30am until 4:30pm. 

The cost of the hairstyling program is: Tuition: $12,750, student kit and books: $2169 for a total of $14,919.00. There is a 
$500 Registration Fee needed to secure your spot in the next program start. This fee comes right off the tuition so it is 
not an additional expense.  

There is student financing available, and I can walk you through the application process when you come in for your 
personal interview.  As well, there are possible grants awarded to students applying for student loans.  Ask me for 
details. 

The next start date for the 9 month program is January 5, 2015 with completion on September 11, 2015.  After that, the 
next start date would be March 2, 2015 until November 6, 2015.  We run our 5 day a week 1400 hour program every 2 
months.  

We are also going to run a 1400 hour, 3-day-a-week program which will start on August 17, 2015 until July 13, 2016. This 
class will be on Mondays, Tuesdays and Wednesdays from 9:00 am until 7:00 pm. Otherwise, the next 3 day a week 
program will start October 1, 2015 until August 26, 2016 and be held on Thursdays, Fridays and Saturdays from 8:30 am 
until 6:30 pm. 

I hope this helps. Give me a call at 403 264 8055 for a tour or interview.   You can also visit www.delmarcollege.com or 
click on Visit Website on the right for more information on the College and its programs.  
  
Sincerely, 

Karen Rochon 

../../../../../Documents%20and%20Settings/Administrator/Local%20Settings/Temp/notesC391EE/www.delmarcollege.com
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EXHIBIT 4: SAMPLE TWEETS: Nov – Dec 2014 

Dec 9: Thanks Chelsey for letting our students do your finger waves! Great photo! (facebook link added) 
Dec 8: Interested in the cosmetic industry? Apply to the email address down below if you want to help represent a 
major... (facebook link added) 
Dec 5: Gorgeous! (facebook link added) 
Dec 5: Some of our first semester students and their first haircut evaluation! Great job ladies! (facebook link added) 
Dec 4: Thanks so much Lina for inspiring our students! They LOVED you! (facebook link added) 
Dec 3: Interested in turning your passion into a career? Our 1400 hour Hair Program provides an excellent foundation 
to... (facebook link added) 
Dec 3: The Hair Lounge in Airdrie is seeking a receptionist! Contact them today if you are interested! (facebook link added) 

Dec 3: Interested in the cosmetic industry? Apply to the email address down below if you want to help represent 
Revlon!... (facebook link added) 
Dec 2: Take a look at how to do a lace top knot braid! (facebook link added) 
Dec 2: A video how-to! Take a look at how you can use Conform by Structure - available in our salon. (facebook and 
Youtube link added) 
Dec 1: Contact Dolce Salon if you are interested! (facebook link added) 
Dec 1: Visit Delmar today to get your Wella products! Call 403-264-8055 to book your appointment! We can't wait to 
see you! (facebook link added) 
Nov 30: Just hired: Hair stylist with 78 years of experience (facebook link added) 
Nov 28: I posted a new photo to Facebook (facebook link added) 
Nov 26: This is an easy tutorial for a dramatic smoky eye look - perfect for all the holiday parties coming up! - Jane... 
(facebook link added) 
Nov 26: Watch this tutorial on how to use OSiS+ Body Me - available in our salon! (facebook and Youtube link added) 

Nov 25: A video How-to! Take a look at how to use Adapt by Structure - available in our salon. (facebook & Youtube link 
added) 
Nov 24: The holidays are coming up, book in to have your make up done for $25+. 403.264.8055 (facebook link added) 

Nov 24: Take a look at how to use Paste by Structure - available in our salon. (facebook and Youtube link added) 
Nov 24: Come in and get yours today! (facebook link added) 
Nov 24: Gorgeous braid done by Hair by Jenny Strebe (facebook link added) 
Nov 23: Gorgeous! LIKE and SHARE if you agree! (facebook link added) 
Nov 21: Visit us today to get your Color Infuse Red Shampoo and Conditioner! We look forward to seeing you! (facebook 
link added) 
Nov 21: Check out her website for more inspiration! (facebook link added) 
Nov 21: Above All Hair & Beauty Boutique is now hiring! Apply if you are interested. 
Nov 19: CAMBRIAN PHARMACY CALGARY, AB COSMETOLOGIST TEAM LEAD Are you a self-professed natural skin-care 
specialist?... (facebook link added) 
Nov 19: Laser/IPL Services are now available Tuesday through Thursday in the evenings. Please give us a call to find out 
some more information! 
Nov 17: Fringes Hair Salon and Day Spa in Cochrane are hiring! Contact them today! (facebook link added) 
Nov 16: Check out this and more MindFlip videos on YouTube! Alan Austin-Smith is the founder of The Fantastic 
Hairdresser! (facebook link added) 
Nov 16: For inspiration check out Salon Lookbook by Salon Magazine! (facebook link added) 
Nov 15: Inspirational! 
Nov 15: Contact Pur Hype today! (facebook link added) 
Nov 15: I posted a new photo to Facebook (facebook link added) 
Nov 13: I posted a new photo to Facebook (facebook link added) 
Nov 12: Thank you Tarra-lea and thank you Susan! (facebook link added) 
Nov 11: Congratulations to our most recent class of Makeup students! You will be awesome in the industry! Special... 
(facebook link added) 
Nov 11: I posted a new photo to Facebook (facebook link added) 


