
Proceedings	of	CONF-BPS	2026	Symposium:	Sustainability	Transitions	and	Regional	Economic	Restructuring	in	New	Contexts
DOI:	10.54254/2754-1169/2026.NJ31121

©	2026	The	Authors.	This	is	an	open	access	article	distributed	under	the	terms	of	the	Creative	Commons	Attribution	License	4.0
(https://creativecommons.org/licenses/by/4.0/).

78

From Training to Engagement: Learning Strategies
Innovation for Employee Development in the Luxury Retail

Industry

Meiyi Yin

Parsons School of Design, The New School, New York, USA
yinmyapp2021@163.com

Abstract. Against the backdrop of rapid changes in the global luxury retail industry and high
turnover rates among frontline employees, traditional learning models based on lectures and
centralized training can no longer meet the industry's needs for immediate, contextualized,
and transferable learning. Currently, frontline employees generally face problems such as
fragmented learning time, heavy pressure to update knowledge, and insufficient learning
motivation, making "from training to participation" a crucial issue in luxury retail talent
development. This study aims to explore how to build a highly participatory and sustainable
learning ecosystem for luxury retail through three strategies: user-generated content (UGC),
gamification, and community-based learning. Through literature review and industry case
analysis, the study reveals the complementary effects of these three strategies in terms of
content sources, learning motivation, and cultural accumulation. The results show that the
integration of multiple strategies can significantly improve knowledge retention, learning
motivation, and practical application capabilities in sales scenarios, providing an effective
learning innovation path for the luxury retail industry in a digital and increasingly
competitive talent environment.
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1. Introduction

The luxury retail industry employs a large number of frontline sales personnel, with a turnover rate
consistently maintaining at 45%–60% [1], and over 51% of employees indicating they are
considering leaving [2]. Under the multiple pressures of high turnover, rapid product updates, and
increasing customer expectations, employee training has become a key factor affecting brand
experience and sales performance. However, traditional training is often dominated by offline
classroom instruction, emphasizing one-time knowledge transfer, which is difficult to match the
highly fragmented work environment of frontline employees and their immediate application
learning needs [3].

Frontline employees rely more on sensory experience, situational judgment, and immediate
response in the actual sales process, and their learning styles differ significantly from those of office
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employees. If the training content lacks contextualization and cannot address real sales problems, it
will be difficult for employees to apply it in their work. In addition, factors such as unclear
promotion paths and repetitive and boring training also weaken employees' motivation to view
learning as a path to growth. These factors collectively lead to the luxury retail industry's continuous
investment in training without significant improvement in learning outcomes.

Although past research has involved theories such as adult learning, microlearning, social
learning, and gamification learning, most of the relevant research has focused on internal employees
rather than frontline retail personnel. There is also a lack of discussion on the integration of multiple
learning strategies, and less response to the impact of cultural differences between China and the
West on learning motivation and behavior [4-6]. Therefore, there is an urgent need to construct a
learning framework suitable for frontline retail employees. This study centers on user-generated
content, gamification learning, and community-based learning, exploring how their synergy can
support the luxury retail industry to move from training to participatory learning.

2. Learning pain points in the luxury retail industry

2.1. Organizational level

In addition to the rapid pace of product updates, the knowledge system of the luxury industry itself
is extremely complex, involving multiple dimensions such as brand history, craftsmanship details,
material differences, and contextual narrative techniques. For brands, this knowledge is not only a
sales tool, but also an important part of maintaining brand scarcity and cultural symbolism [7,8].
However, organizations usually lack knowledge mechanisms that can be quickly updated, deployed,
and verified, resulting in a "time lag" between the store's knowledge status and brand strategy.
Studies have shown that more than 70% of luxury brand knowledge updates are delayed by the time
they are delivered to the front line, resulting in inconsistency between organizational cognition and
sales behavior [9]. This discontinuity in the knowledge chain not only hinders employee growth, but
may also lead to the fragmentation of brand narrative in customer experience.

2.2. Personal level

Another major problem faced by front-line employees in the learning process is the difficulty in
internalizing and applying information. In a highly fragmented time structure, learning often
exhibits brevity and passivity, making it difficult to form knowledge transfer [10]. Studies have
shown that only 24% of front-line employees believe they have received sufficient training support
[10], which is not mainly due to insufficient materials, but because learning cannot be immediately
linked to actual tasks. In addition, retail employees have a higher emotional labor intensity. They
need to deal with customers' emotions, objections and social interactions, which further consumes
cognitive resources and makes traditional long-term, theoretical learning more difficult to absorb
[11]. Learning failure not only affects performance, but also weakens employees' professional
confidence, making training meaningless from an emotional perspective.

2.3. Institutional level

The pain points at the institutional level also include weak learning assessment mechanisms and
organizational culture. Many luxury brands rely on mandatory courses and compliance training to
build their learning systems, which reinforces completing tasks rather than improving capabilities
[5]. McKinsey pointed out that organizations lacking a continuous learning culture will see their
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long-term return on investment in training drop by more than 40% [9]. Besides, organizations often
fail to closely link learning outcomes with performance and promotion paths, making learning a task
rather than a path to growth [4]. Under this institutional structure, employees naturally lack the
motivation to participate in learning.

3. Innovative learning strategies

3.1. User-Generated Content (UGC)

The unique value of user-generated content lies in its ability to record the organization's tactical
knowledge. Many valuable experiences of frontline employees, such as how to identify high-
potential customers, how to adjust their tone to ease customer tension, and how to quickly determine
the order of product trials, are often difficult to express through textbooks, but can be naturally
captured through UGC in the form of short videos and case sharing. This content is not only real, but
also more imitable. Social learning theory shows that adults learn significantly more efficiently
when observing specific behaviors [12], and UGC provides a large amount of observable material
from real sales scenarios.

At the same time, UGC also provides data value for brands. By tracking the products that
employees upload most frequently and the questions that are discussed most often, organizations can
gain reverse insights into training needs and form data-driven learning design [13,14]. This is more
flexible than the traditional training and development methods led by the human resources
department and detached from the front line.

3.2. Gamification

Gamification is particularly significant in the retail sector because frontline employees often provide
real-time feedback in their daily work, such as customer feedback and sales performance.
Gamification is reconstructing this instant feedback mechanism, making learning and work
experiences more aligned. For example, in obstacle course exercises, employees receive immediate
hints of the correct answer, which gives them a stronger sense of competence, one of the core
variables driving continuous learning in adults [15,16].

Moreover, competitive rankings can not only motivate individuals but also strengthen the social
structure of teams. Studies have shown that participation rates can increase by 30%-50% when
learning is linked to team honors [17]. However, gamification design must avoid reward inflation, as
over-reliance on external rewards may weaken intrinsic motivation and lead to formalized learning
[18]. Therefore, in the luxury retail environment, gamification needs to be combined with actual
work results, such as linking learning points with new product launch qualifications, internal
opportunities, etc., to strengthen the professional significance of learning.

3.3. Community-based learning

Community learning is particularly important in the luxury retail industry because sales judgment is
essentially a highly contextualized and social behavior. Many skills cannot be learned from
textbooks, such as assessing customer temperament, cross-cultural communication skills, and
building trust with luxury consumers. These skills are often acquired through peer observation and
communication [6,19].

Another value of the community lies in building a culture of continuous learning. Learning is no
longer a course, but a continuous dialogue process. When employees are used to asking questions
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and exchanging ideas in the team, learning becomes a habit rather than a task. Studies have shown
that companies with a strong learning culture can increase their innovation rate by 52% [20,21].

However, the community must have a clear governance structure (management mechanism) to
avoid power dynamics that cause new members to remain silent [21]. A good community should
provide diverse ways of participation, such as anonymous questioning, case study days, and low-
barrier interaction, to reduce the inhibition of learning motivation by hierarchical structures.

4. Case studies

4.1. Inside LVMH

Inside LVMH’s value lies not only in its micro-learning format, but also in its successful
construction of group knowledge consistency. In luxury groups operating across brands, there are
significant differences in cultural and historical narratives among different brands. Inside LVMH has
formed a common language at the organizational level through a unified curriculum framework,
which is an important mechanism for enhancing employees’ brand identity [22]. While, its content
lacks immediate sales skills and a mechanism for generating knowledge from frontline situations,
resulting in its learning value being mainly concentrated at the cultural level rather than the
behavioral level [23].

4.2. Gucci

Gucci’s learning system shows that luxury brands are shifting from training brand knowledge to
training service style. Its concise content, visuals and interactive learning methods are more in line
with the emotional characteristics of luxury customer experience. Gucci transforms learning into
employees’ brand experience, in which the learning itself also needs to reflect the brand tone, which
has high strategic value for luxury brands [24]. However, Gucci has not yet fully solved the problem
of content review, which shows that there is a natural contradiction between open user-generated
content and brand consistency, which requires the organization to make continuous adjustments.

4.3. Apple store

Apple's value lies not in its tools, but in its culture. Its role-playing mechanism equates learning
directly with work practice, making skill transfer almost seamless [25,26]. The idea of "learning as
work" provides important insights for the luxury retail industry: frontline employees' learning should
be integrated into actual sales tasks, rather than being detached from the work context. In addition,
Apple has a solid foundation in digital capabilities, with young frontline employees and a stable
technical knowledge structure, which makes its learning system difficult to replicate in the industry.
This also shows that learning strategies must vary depending on the nature of the industry.

5. Conclusion

The luxury retail industry is entering an era of employee experience and customer experience, and
learning capabilities have become an important part of the brand's sustainable competitiveness. This
study points out that traditional training cannot meet the immediate and specific needs in sales
scenarios, while user-generated content (UGC), gamification, and community strategies provide
complementary value at the content, motivation, and cultural levels, respectively. Integrating them
can enable knowledge to be continuously generated, disseminated, and accumulated within the
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organization, forming a true learning ecosystem, rather than a one-off training system. However,
learning and innovation still face some challenges, such as differences in digital capabilities, quality
control of content, long-term sustainability of incentive mechanisms, and the construction of a
learning culture. Luxury retail brands need to recognize that learning is no longer just a human
activity, but an integral part of brand strategy. Building a learning culture is central to future talent
competition, and the shift from training to engagement will determine whether a brand can cultivate
a new generation of retail talent with genuine situational awareness, service style, and brand
narrative capabilities.
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