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Scope: U.S. medical spa and aesthetic practice industry, synthesized from industry associations, trade

publications, consultancies, regulatory bodies, and analyst reports.



Executive Summary

The U.S. medical aesthetics market crossed roughly
$19.5B in 2025 and is forecast to grow at a 13% CAGR
through 2031, driven by non-invasive treatments, GLP-

1weight-loss adjacencies, and demand from younger,

prevention-minded patients.

Even with that tailwind, practice managers and owners

are squeezed on five fronts:

%

Tight Labor Market

Clinical talent shortages across nurse injectors,
NPs, PAs, and medical directors
Regulatory Complexity

Thicker, more state-specific rulebooks with
sudden-death enforcement risk

Rising Acquisition Costs

Patient acquisition cost has roughly doubled
since 2023

Retention & Pricing Pressure
Eroding average ticket from chains and PE-
backed roll-ups

Technology Cycle

Fast-moving capital-equipment and software
stack demands

AR

The Expert Playbook: 5 Moves

01
Lock in compensation

Competitive base pay with broadbanded
performance bonuses

02
Build documented workflows

Scope-of-practice and good-faith-exam
before scaling

03

Treat marketing as a lifecycle
system

Memberships and automation, not one-off
ad spend

04

Differentiate on experience

Clinical expertise and outcomes — not

price

05
Invest in unified Al-enabled stack

EMR/practice-management to absorb
operational complexity
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Challenge 1 — Staffing: Hiring and
Keeping Clinical Talent

40% 5x

Staff Shortage Turnover Cost
of med spas cite staff shortages as a major healthcare/personal-care posts some of the
operational constraint highest turnover rates of any U.S. industry

Demand for nurse injectors, NPs, PAs, and qualified medical directors outstrips supply in most metros,
and chain and PE-backed groups are paying up to lock in talent.

What It Costs You What Experts Recommend
e Pair a competitive base salary with a
Throughput limits and longer booking lead broadband pay structure that shows a written
times path to higher comp as staff hit clinical and

revenue milestones

e Use performance-based bonuses tied to

Inconsistent clinical outcomes across . . .
retention, retail, and rebooking — not flat

roviders .. . . .
P commissions, which drive unhealthy internal

competition and discounting

. ¢ Document training and competency for
Rising payroll as a percentage of revenue ) o
every cosmetic procedure each non-physician
is allowed to perform — reduces clinical risk

and strengthens M&A narrative

e Investin clinical career laddering (advanced
injector training, laser certification); practices
that fund development materially out-retain
those that do not

G Sources: AmSpa, Pabau, Hinshaw & Culbertson

©2026 Aesthetic Record, LLC. All Rights Reserved.



FANRcti i

Challenge 2 — Regulatory Complexity and

Scope-of-Practice Drift

Regulatory exposure is the fastest-rising risk on the operating side. Activity is accelerating at both the state and federal

level simultaneously.
State-Level Activity

17 States

proposed new med
spa-related legislation
in 2025 covering scope,
investor oversight, and
restrictive covenants

California AB-890

implementing
provisions allowing
qualified "104 NPs" to
own and direct medical
spas

Massachusetts

clarified that cosmetic
licensure does not
authorize medical or
invasive procedures,
even with a physician
on-site

Texas HB 3749

imposes stricter
physician oversight on
elective IV therapy

What Experts Recommend

1 Codify a written scope-of-practice matrix

Per role and per state, tied to your scheduling system
so unqualified staff cannot be booked for restricted

services

3 Build documented GFE workflows

Synchronous or compliant async telehealth — audit
them quarterly. Most enforcement actions are driven

by missing or templated GFEs

Federal Layer

2

FDA GLP-1 2026 HIPAA
Enforcement Security Rule
Continues Mandatory MFA,
enforcement against encryption, and 72-
compounded GLP-1 hour reporting
marketing with requirements coming
multiple warning letter mid-2026

rounds in 2025-2026

® The "Sudden-Death" Risk: Scope-of-practice
drift — informal delegation of medical acts like
the Good Faith Exam (GFE) or high-risk laser to
unauthorized staff — is now described by
industry counsel as the leading cause of
sudden-death regulatory closures of aesthetic
enterprises.

Run an annual legal review

Of medical-director, MSO, and investor-ownership
structures with counsel familiar with your state's
corporate practice of medicine rules

Prepare for the 2026 HIPAA update

Enable MFA on every system, segment your network,
encrypt data at rest and in transit, and update
Business Associate Agreements with every PHI-
touching vendor
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Challenge 3 — Rising Patient Acquisition
Costs and Marketing Saturation

2X

PAC Increase

Patient acquisition cost has roughly doubled since
2023

35%

No Growth

saw no revenue growth despite expecting it in 2026

What Experts Recommend

[;] Lifecycle Automation
ad

Shift from one-off ad pushes to full patient-
lifecycle automation. Clinics that adopt it
report 3-5x faster growth and 40-60% more
repeat bookings.

@ Benchmark Spend

Target the 8-12% of revenue range most full-
service medspa retainers occupy ($2,500-
$8,000/month). Walk away from
sub-$1,500/month "templated" agency
offers.

87%

Changed Marketing

of practices materially changed their marketing

strategy in 2026 vs. 54% in 2025

81%

Solo Practices

of the market is solo practices, often outspent by

vad

chains and PE-backed roll-ups

Multi-Channel Strategy

Combine Google Ads + local SEO for high-
intent capture with Instagram/TikTok for
social proof — different funnels, not
interchangeable.

Track CAC by Service Line

Measure injectables vs. body vs. GLP-1vs.
laser separately. Most practices over-spend
on the wrong service line because they look
at blended cost only.

@ Sources: AmSpa Marketing Investment Gap, Brentonway, Prospyr, Slick Marketers, Tech Step

Solutions
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Challenge 4 — Patient Retention,
Commoditization, and Pricing Pressure

The Economics What Experts Recommend

Industry Avg Retention

Top-quartile clinics target 65%+

New vs. Retained

A 5-point retention lift = 25-95% profit
lift in standard service-business
economics. Acquiring a new patient is
~5x more expensive than keeping one.

Tiered Membership
Program

Memberships drove a 24%
sales uptick in 2024, can
double repeat visits, and
grow per-member spend
~35%

3

SMS + Pre-Visit
Education

SMS reminders alone cut
no-shows 40-50%, and
richer pre-visit
communication adds
another ~25%

supply expands.

2

In-Office Re-Booking

Re-book every patient
before they leave the chair
— repeatedly cited as the
single highest-leverage
retention leverin
aesthetics

4

Outcome
Documentation

Differentiate on
before/after photo
workflows, dynamic
treatment plans, and
follow-up calls — not
price. Sources are
unanimous: price-based
competition is a losing
path.

Early Warning Sign: Average ticket among the top 10% of
practices fell from $500 in 2023 to $454 in 2024 — a clear signal
that injectables and routine treatments are commoditizing as

(@ Sources: Prospyr, CareCredit, AmSpa, Boulevard, Zenoti, Nextech, Moxie, IAPAM, Skytale
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Challenge 5 — Operational Complexity
and the Technology Stack

A modern aesthetic practice is running clinical, retail, scheduling, marketing, payments, inventory, and
compliance in one building — simultaneously.

Capital Intensity Healthy-Margin Scorecard
High-end equipment (fractional lasers, RF- .
) . . Net Margin Read
microneedling, body contouring) can extend a
new clinic's ROl horizon by up to 24 months. <15% Investigate payroll %

Innovation cycles force frequent upgrades. of revenue, ticket

Software Fragmentation size, product cost
Fragmented point solutions create reconciliation 15-25% Typical

pain, photo and chart silos, and HIPAA exposure.
Al-enabled platforms are converging on a unified- 20-40% Healthy
stack model with Al charting, voice-to-text notes,

o .
Al scheduling, and lead-management automation. 40%+ Top decile

Platforms leading the unified-stack shift: Aesthetic Record, Zenoti, Pabau, OptiMantra, AestheticsPro,
Mangomint, Podium

What Experts Recommend

Consolidate onto a Underwrite Every Use Al-Assisted
Single Platform Equipment Purchase Documentation

One HIPAA-compliant Document utilization Voice-to-text SOAP notes
platform covering EMR, assumptions and break-even and Al follow-up drafting
booking, payments, month. Reject anything with recover provider time — the
inventory, marketing, and >18-month break-even highest-ROI Al use case
reporting. Operational + unless materially identified to date.
compliance savings exceed differentiating.

switching cost for most
multi-provider practices.
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Future Watch-Outs

JANR{ =i

These themes appear repeatedly across sources as risks the industry is steering into, not away from.

Worth a dedicated executive review at least quarterly.

—0——0— —0—

FDA enforcement on
compounded GLP-1s

GLP-1services =12% of
non-surgical spend, 30
warning letters in March
2026

Private-equity
consolidation
Minority recaps, platform
roll-ups for $1-3M EBITDA
practices

2026 HIPAA Security
Rule update

Mandatory MFA,
encryption, 72-hour breach
reporting, hacking = 99% of
Feb 2026 breach victims

—0——0——0—

Shadow Al as insider
risk

66% of physicians use Al,
only 23% of health systems
have BAAs covering them

Natural-looking
demand and filler
softness

Patient concern about
unnatural results overtook

cost and downtime

Scope-of-practice
drift and sudden-
death closures

Leading cause of
unplanned regulatory

closures

——o——0—

Pricing commoditization on

injectables

Top-decile ticket dropped 9% in one year

Younger and male patient

demographics

57% of facial plastic surgeons report more

under-30 patients

©2026 Aesthetic Record, LLC. All Rights Reserved.



Watch-Out Deep Dives

GLP-1RISK

FDA Enforcement on Compounded
GLP-1s

GLP-1services now account for ~12% of non-
surgical aesthetic spend. Practices offering
them grew revenue 9% vs. a 2% decline at non-
offering practices in 2024. The FDA issued 30
warning letters to telehealth compoundersin
March 2026 alone. Practices with material
revenue on compounded semaglutide or
tirzepatide should plan their next product mix
now.

M&A RISK
Private-Equity Consolidation

PE remains active with a shift toward minority
recaps and platform roll-ups for $1-3M EBITDA
practices. Valuations now hinge on compliance
track record, reliability of recurring revenue, and
reduced owner dependency. Independent
practices that don't professionalize SOPs and
clinical documentation will face price/throughput
competition from chains they cannot match.

CYBERRISK

Shadow Al as an Insider Risk

66% of physicians use Al tools, but only 23% of
health systems have BAAs covering them. Med
spas should assume the same gap exists
internally and write a written Al policy before staff
start pasting PHI into consumer chatbots.

N R[S

MARKET SHIFT

"Natural-Looking" Demand and Filler
Softness

Patient concern about looking "unnatural" has
overtaken cost and downtime in 2026 surveys.
Expect a multi-year shift toward biostimulators,
regenerative treatments, skin-quality services,
and toxin-led volume. Practices over-indexed on
filler should diversify their service mix.

DEMOGRAPHICS

Younger and Male Patient
Demographics

57% of facial plastic surgeons report more
under-30 patients seeking preventive injectables.
Male share is rising fast. Marketing assets, intake
flows, and training that assume a mid-40s female
persona will increasingly miss this growing
segment.

PRICING

Pricing Commoditization on
Injectables

Top-decile ticket dropped ~9% in a single year.
Consumer demand for affordable pricing is
rising. Practices winning here are using
memberships and packages to anchor price —
not discounting unit prices in public.
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Suggested Prioritization for the Next Two
Quarters

A pragmatic ordering — optimized for revenue protection, compliance risk reduction, and growth velocity.

Immediate 0-30d
Audit workflows, enable MFA, update
BAAs

30-60 days
Launch tiered memberships; activate
SMS comms

60-90 days

Rebuild comp plans; document clinical
roles

Quarterly Ongoing

Review service mix, Al inventory, ROI

Why Now

Priority Action

Immediate

Audit scope-of-practice and GFE workflows.
Enable MFA across all systems. Update BAAs with

Highest-severity, lowest-cost risk
reduction. 2026 HIPAA Rule and

(0-30 days)
every PHI vendor. scope-drift enforcement are both

active.

30-60 days Stand up or relaunch a tiered membership Direct lift to retention and recurring
program. Require in-office rebooking. Turn on SMS revenue. Counters ticket compression.
+ pre-visit commes.

60-90 days Rebuild compensation as base + broadband + Stabilizes the talent base before next
performance bonus. Document each role's training hiring cycle and cleans up the M&A
and clinical scope. story.

Quarterly Review service-line mix vs. GLP-1/compounding Forces disciplined response to FDA, Al,

exposure, Al tool inventory, and capital-equipment
ROL.

and equipment cycles before they
become emergencies.

© Bottom Line: The practices that will win through 2026 and beyond are those that treat compliance, retention, and
technology as strategic investments — not administrative overhead. The playbook is clear; execution is the

differentiator.
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Methodology & References

Sources include the American Med Spa Association (AmSpa), McKinsey, Bloomberg, MedEsthetics, the FDA, Mintz,
Hinshaw & Culbertson, IAPAM, Skytale Group, Physician Growth Partners, MedBridge Capital, MarketsandMarkets
/ Grand View Research, HIPAA Journal, and practice-management vendors who publish industry benchmarks.

Where data points appear in multiple sources, the most recent or most authoritative reference is cited.

Industry Size, Growth & Structure

¢ AmSpa — Med Spa State of the Industry Report

« AmSpa — 2024 State of the Industry Executive
Report Recap

o MarketsandMarkets — Medical Aesthetics Market
2026-2031

* Grand View Research — Medical Spa Market
Profitability, Pricing & Memberships

+ Nadapayments — Are Med Spas Profitable?

o OptiMantra — Healthy Med Spa Profit Margins in
2026

* Boulevard — 9 Revenue-Generating Tactics for

Medical Spas

¢ Nextech — How to Develop a Med Spa
Membership Program

Staffing, Compensation & Retention

¢ AmSpa — Three Strategies for Compensation

Structure
+ Pabau — Med Spa Compensation Strategies

o Becker's Hospital Review — The Cost of Nurse
Turnover (2026)

Patient Retention & No-Shows

¢ Prospyr — 7 Retention Metrics for Aesthetic

Clinics

¢ Prospyr — Solving No-Show Problems in
Aesthetic Practices

o CareCredit — 5 Client Retention Strategies for
Aesthetics

Marketing, CAC & Competition

AmSpa — The Marketing Investment Gap

Brentonway — Medical Spa Marketing Trends
2026

Prospyr — How to Lower CAC: 9 Med Spa

Marketing Tactics

Regulatory, Scope of Practice & HIPAA

Mintz — Regulatory Compliance Framework for

California Medical Spas

Hinshaw & Culbertson — Medical Spa Compliance
Pitfalls

Docuhealth — Scope-of-Practice Drift in High-
Growth Aesthetic Clinics

Medcurity — 2026 HIPAA Security Rule Update

HIPAA Journal — Healthcare Data Breach
Statistics 2026

GLP-1, FDA, Private Equity & Technology

McKinsey — GLP-1s Are Boosting Demand for
Medical Aesthetics

FDA — Concerns with Unapproved GLP-1Drugs

MedBridge Capital — Minority Recaps in 2026

MedSpa Deals

Physician Growth Partners — Medical Aesthetics
Private Equity

Skytale Group — 2026 Aesthetics Industry Trends

Aesthetic Record — EMR & Practice Management
for Med Spas
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