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[bookmark: _Toc266491370]1. Project Idea – What and Why
[bookmark: _Toc1850595998]1.1 Background
The project involves the introduction of an online booking system Fresha, into an established Swansea beauty salon. Four independent therapists currently manage appointments through telephone calls, social media messages and a shared paper diary. These methods have worked in the past, but heavier client demand has made it time-consuming and more likely to make booking errors. Digital transformation can improve business processes and better change how smaller companies make money, it also needs people to change their habits, skills, and way of working (Ben Slimane et al., 2022). The Salon therapists at present must reply to enquiries between treatments, adding extra administrative work that takes them away from carrying out treatments losing the salon money.
 
An online booking system would provide 24-hour access, real-time availability, automatic confirmations and reminders. Expected benefits include fewer booking errors, reduced administration and a more convenient client experience. Live launch challenges can include staff or client resistance, limited digital confidence and implementation costs. These can be reduced through clear communication, training and retaining telephone booking during the transition. People are more likely to use a technology if they think it helps them and is easy to use, and a good fit for the tasks it is meant to help with (Davis, 1989; Goodhue & Thompson, 1995). The system should in theory support clients rather than replace existing client relationships and should reduce repetitive administration without making the booking process more difficult.
 
The project manager also acts as a subject-matter expert (SME) in beauty therapy and salon operations. This practical hands-on knowledge helps make sure that system configuration, training and communication reflect real salon workloads and client expectations. 
Clients may value 24-hour access and transparent availability, but beauty services remain relationship-based. Telephone booking should therefore remain available during transition so digital efficiency does not reduce accessibility or personal contact.
  
Strategically, online booking prevents the salon’s manual process becoming a competitive disadvantage and improves consistency through accurate availability, immediate confirmation and automated reminders.

[bookmark: _Toc1263661787]1.2 Aim and Objectives
The aim is to introduce an online booking system that improves efficiency, reduces administration and enhances client experience.
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[bookmark: _Toc2069381643]1.3 Scope, Deliverables, Timeline and Budget
The project includes system selection, procurement, configuration, therapist training, testing, client communication and launch. Website redesign, treatment pricing and wider marketing campaigns are outside scope.
 

Fully configured booking system
Trained therapists
Updated booking procedures
Client communication materials 

Testing and evaluation report 

The project will run for eight weeks with an estimated budget of £1,200–£2,000 plus a £300 contingency. The salon owner will act as sponsor and approve expenditure, system selection and major project decisions. 

Clear scope boundaries are important because small projects can easily expand once implementation begins. For example, introducing a booking platform may create opportunities to redesign the website, introduce deposits, change cancellation policies or begin new marketing activity. Although these ideas may all add value by adding them during implementation could increase cost and delay the eight-week schedule. Using the Waterfall methodology, any changes should be assessed against the agreed PID before being accepted. Keeping the initial project on track makes performance easier to evaluate and reduces the risk of scope creep.





[bookmark: _Toc128837325]2. Project Management Methodology and Life Cycle
[bookmark: _Toc1589513176]2.1 Project Management
Project management offers the skills that are needed to plan, coordinate and control time sensitive changes. Kerzner (2022) argues that it creates clear objectives while supporting management of time, resources, costs and risks. This is important because the new booking system will affect staff schedules, client communication and daily operations. 

The project manager must manage time, cost and quality. But a project's success is more than just how quickly it's delivered; it needs to also consider the outcomes for stakeholders and the business. The eight-week schedule agreed budget and success criteria provide the baseline for controlling these competing constraints. 

Although SME knowledge is valuable, it can make owners overlook things. Structured requirements, testing, and feedback from stakeholders should be considered along with personal experience. This is important because the booking system affects when therapists work and how the salon runs every day. The project manager’s SME knowledge adds great practical understanding of salon operations, helping decisions reflect therapist and client needs rather than just requirements.

[bookmark: _Toc1038883721]2.2 Waterfall Methodology
The Waterfall methodology will be used throughout the project. Waterfall follows a structured plan in which one stage is almost largely completed before the next begins. This suits the project because its objective, requirements, budget and eight-week deadline are clearly defined.
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The Waterfall method gives this project a clearly set out structure to follow, which can make it easier to see how things are going each step of the way. This style however can make it slightly more difficult to respond or act quickly if changes are needed after the stages have been agreed. Other methods used for Project management may not work depending on the type of project and its requirements (Gemino et al., 2022). The success of any project is based on more than just staying within its time, cost, and delivery goals. For this project the problems that come with having less wiggle room are minimised by gathering information and making sure deliverables are clear and testing the whole thing thoroughly before launch. This helps find problems before they happen.

Waterfall is appropriate because the required outcome can be defined before implementation: therapist availability, online booking, confirmation, reminders and secure payment functionality. Documenting these requirements before provider selection supports objective procurement. 

Its structure makes clear approval points: needs and costs must be figured out before buying, configuration must be done before training, and successful testing must happen before launch. This lowers the chance that mistakes that cost a lot of money will get to clients. If the requirements aren't complete, waterfall is less flexible and because of this, it is important to have thorough requirements gathering, formal stage reviews, and written approval before moving on.

[bookmark: _Toc101771533]2.3 Project Life Cycle
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[bookmark: _Toc1911111894]3. Project Initiation
[bookmark: _Toc177732370]3.1 Project Initiation Document (PID)
The PID gives everyone involved in the project a single agreed-upon point of reference. This way, the same project information isn't repeated in later sections.
	PID Area
	Project Information

	Project
	Online booking system

	Aim
	Improve efficiency and client experience

	Duration
	8 weeks

	Budget
	£1,200–£2,000 + £300 contingency

	Sponsor
	Salon owner

	Project Manager
	Project Manager/SME

	Users
	Four therapists

	Main deliverable
	Fully operational booking system

	Key risks
	Training, technical failure, GDPR, resistance

	Success criteria
	SMART objectives and KPIs achieved


[bookmark: _Toc1425463847]3.2 Business Case
The manual booking system currently being used at the Salon means therapists must respond to messages, check availability and update a shared diary, this is confusing and time consuming and runs the risk of errors and double bookings. The Fresha system will manage booking confirmation and reminders, giving clients easier access while reducing the workload from the therapists allowing them to concentrate of their treatments. 

Going digital can be a hard ask for small businesses because they may not have enough money, digital skills, or time to set up and run these new systems (Rupeika-Apoga & Petrovska, 2022). More up to date reviews of the SME literature also says that a successful digital change all depends on companies' capabilities as well as technology (Sagala & Őri, 2024). The project can be considered justified by the potential it offers to improve operational efficiency and customer experience.
Financial value is a lot more than just direct revenue. For example, the time that can be saved replying to messages, correcting errors and sending reminders creates room for treatments and client consultations, so gaining efficiency should form part of the business case. Non-financial benefits include professionalism, reduced client frustration and better booking data. Evaluation should distinguish expected benefits from those demonstrated after launch. 
[bookmark: _Toc1419300825]3.3 Data Protection and Secure Card Payments
The new system will collect client information and process card payments, because of this data protection and payment security are important considerations when selecting a provider. Concerns about control over personal information can make customers reluctant to use online services (Dinev et al., 2006; Malhotra et al., 2004). Under UK GDPR, the salon will now act as the data controller, and the booking provider will be the data processor. Meaning the chosen provider, Fresha, should be able to show appropriate data protection and security measures.

Fresha should only collect information necessary for bookings, communication and payments. Access to this will be restricted to authorised users only. All card payments should be processed through a PCI DSS-compliant provider and not by storing handwritten card details within the salon. All sensitive information, including CVV codes or full card details should not be kept after payment has been made.

For deposits and no-show protection, payment details can be securely stored by the payment provider without the salon storing card information. Deposit, cancellation and no-show charges should be clearly communicated before booking confirmation, providing transparency for clients while reducing financial losses from missed appointments.

3.4 Cost–Benefit Analysis, No-Shows and Return on Investment
Running a cost–benefit analysis helps strengthens the business case by comparing the financial commitment needed for the new software installation with the measurable and non-financial benefits expected to be seen from the system. The project budget is estimated to be between £1,200–£2,000, with a further £300 contingency. Leaving maximum planned spending at implementation is £2,300. Costs may include system setup, configuration, training and other implementation requirements. Any ongoing subscription charge should be added to the final calculation once the selected and tariff are confirmed.
The biggest money-saving chances are to come from saving time and not missing as many appointments. However, these benefits shouldn't be thought of ahead of time. Before and after implementation, the actual number of administrative hours, no-shows, and extra bookings should be written down so that the financial return can be shown. 
A further measurable benefit is the reduction in revenue lost through no-show appointments. (Dantas et al., 2018) did a systematic review that showed missed appointments cost businesses money and time because they waste resources and capacity. Under the manual system, a client who fails to attend may leave an appointment slot that cannot be back filled, meaning the salon loses the expected treatment income while the therapist’s time is wasted. An online system that has a securely registered payment method allows the salon to take a deposit or apply an agreed no-show/cancellation charge. This changes no-shows from a largely unrecoverable loss into a financial risk that can be partly or fully reduced.
[image: ]

[bookmark: _Toc324583359]3.5 Financial Risk if the Project Fails
The project also risks a financial downside where if implementation is unsuccessful then the salon could lose part or all of the £1,200–£2,000 implementation budget and also use the £300 contingency fund without achieving the end goal. This would represent a sunk cost and limited any funds that could have been available for other business priorities. Failure could also create indirect losses if configuration errors cause missed or duplicated appointments, clients abandon bookings, or therapists spend additional paid time correcting problems. 

A poorly implemented system could therefore cost more than the original purchase price. Continued subscription charges, paying out for corrective technical support or replacement with another provider could increase the total loss. There is also an opportunity cost factor if money and management time that was used on an unsuccessful system cannot be used elsewhere in the salon. In a more serious scenario, booking disruption could affect client confidence and future revenue. These risks justify the Waterfall method used in the project, particularly detailed requirements, approval before procurement, structured testing before launch, the £300 contingency and post-launch KPI monitoring. The financial decision should be based not only on whether the salon can afford the system, but whether expected measurable benefits are sufficient to justify the investment and its downside risk.




[bookmark: _Toc2124957010]4. SWOT and Stakeholder Analysis
[bookmark: _Toc104328228]4.1 SWOT Analysis
[image: ]
The analysis shows an already strong foundation for introducing digital change within the business, but staff confidence, client acceptance and technical risks will all require active management. Dedicated and targeted training, communication and contingency planning can all help reduce the main weaknesses and threats.

[bookmark: _Toc1107866647]4.2 Stakeholder Analysis
The owner, project manager and company accountant all require close engagement because they have the greatest influence over decisions. Therapists also need active involvement because successful introduction depends on their ability and willingness to use the system. Organisational change research shows that how employees react is affected by both the process of change and what they think will happen because of it (Oreg et al., 2011). Stakeholder priorities however differ as the owner focuses on cost and performance, therapists on usability, and clients on convenience and reliability. Engagement should therefore reflect both influence and impact.
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[bookmark: _Toc703811216]5. Project Planning
Planning is especially important in Waterfall because requirements, responsibilities and dependencies should all be agreed before the project implementation begins. Serrador & Turner (2015) and Shenhar et al., (2001) say that project success should be measured by both how well the project is delivered and how well it helps the organisation.
This planning changes the business case into a controlled sequence. The WBS defines the work, the Gantt chart schedules it and Critical Path Analysis helps to highlight the activities that directly affect completion.
[bookmark: _Toc552479917]5.1 Mind Map
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[bookmark: _Toc2070642010]5.2 Work Breakdown Structure (WBS)
	[bookmark: _Toc47981994]Level 1
	[bookmark: _Toc699856257]Level 2 activities

	1. Initiation
	Business case; PID; stakeholder identification

	2. Planning
	Requirements; WBS; schedule; budget; risk planning

	3. Procurement
	Research; system selection; purchase

	4. Configuration
	Services; calendars; permissions; settings

	5. Training
	Therapist training; guidance materials

	6. Testing
	Functional testing; error correction; approval

	7. Launch
	Client communication; go-live

	8. Closure
	KPI review; feedback; lessons learned


[bookmark: _Toc1462765425]5.3 Gantt Chart
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This Gantt chart provides a visual schedule against which actual progress can be monitored.
The Gantt chart also shows dependencies: configuration come before effective training, testing follows configuration and training, and client communication takes place before the platforms launch. Weekly reviews should compare actual progress with this baseline.

[bookmark: _Toc2066982565]5.4 Critical Path Analysis and Milestones
Critical Path Analysis identifies the activities that directly determine the project’s eight-week completion date. The critical sequence includes confirming requirements, system selection, procurement, configuration, training, testing and launch. Key milestones are scheduled throughout the project, from requirements confirmation in Week 1 and system selection in Week 2, through to training and testing in Week 6 and final launch and review in Week 8. Delays to critical activities could affect the overall completion date; however, non-critical activities, including client communication and data-protection checks, remain important for ensuring quality, compliance and successful implementation.





[bookmark: _Toc1302969330]6. Risk Management
Risk management identifies potential problems before they affect cost, timescale, data security or client experience. The risk register should also be used as a real time control document rather than a one-off planning exercise. At each Waterfall stage review existing risks can be checked, closed where appropriate and escalated if circumstances have changed. New risks can also be recorded without changing the underlying methodology. This is especially important before launch, when configuration errors, training gaps or provider problems could directly affect clients. Configuration, training and provider delays will require particular attention because they can affect the critical path. IT projects have shown that structured risk management can help projects succeed (de Bakker et al., 2010), while research at the portfolio level connects the quality of formal risk management with the success of a project portfolio (Teller & Kock, 2013). Formal risk management is therefore justified where daily operations and client data are affected.
[bookmark: _Toc338609765]6.1 Risk Register
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[bookmark: _Toc839993675]7. Communication, Roles and Responsibilities
[bookmark: _Toc389719573]7.1 Communication Plan 
Clear communication should reduce uncertainty and support acceptance of the new system. It is also important for building trust and teamwork when people working on a project use technology to talk to each other (Jarvenpaa & Leidner, 1999). The communication approach will be tailored to the needs of each stakeholder. The owner will receive weekly progress and budget updates through meetings, allowing the performance and costs of the project to be monitored. Therapists will receive weekly or possibly twice weekly updates through meetings and WhatsApp focusing on training, progress and changes to working processes. Communication with the system provider will take place by email or telephone as required to resolve technical issues quickly, and Clients will be informed of changes to the booking process before launch through social media, email and with face-to-face communication, making sure they understand how to use the new system. This targeted approach should support stakeholder engagement while reducing confusion during implementation.
[bookmark: _Toc913353656]7.2 Roles and Responsibilities – RACI
The RACI matrix sets clear roles and responsibilities that will be crucial for the new online booking platform. This is extremely important within a small beauty salon, where the project must be implemented alongside normal treatments, appointments and client service.
The salon owner remains accountable (A) for key business decisions, including approving requirements, system selection, procurement, client communication and the final launch. This ensures that the platform supports the salon’s operational needs, budget and wider business objectives. They will also take the lead as the Project Manager/Subject Matter Expert (PM/SME) and will be primarily responsible for coordinating and acting as the link between the salon and the technology provider. Responsibilities include identifying requirements, supporting system selection and procurement, overseeing configuration, coordinating training and testing, and managing the implementation timetable.
The four therapists currently working at the Salon are consulted (C) during requirements and system selection because their experience of the current mix of booking process and can identify practical requirements and potential issues. They also become responsible (R) during the training, testing and launch phases, ensuring they can confidently use the new platform and provide feedback before full implementation.
The technology/platform provider (Fresha) is responsible for the technical elements of implementation. This includes configuring the platform to highlight the salon’s services, appointment timings, staff availability and booking information, as well as providing technical guidance and support. The provider also assists with staff training and testing and supports the resolution of technical and teething problems before and during launch. However, responsibility for business decisions remains with the salon, ensuring that the platform is adapted to the needs of the business rather than allowing technology to change how the salon operates.
In-brief using RACI makes things a lot clearer by showing who is responsible for what, who makes decisions, who gives expert advice, and who also needs to be kept up to date. For a small salon, this can stop tasks being done twice, overlooked responsibilities and disruption to normal working operations while helping to create clear accountability between internal staff and the external technology provider. When tasks depend on each other, clearly defined roles are even more important because they can help with coordination and teamwork (Wong & van Gils, 2022).
[image: ]
R = Responsible; A = Accountable; C = Consulted; I = Informed.




[bookmark: _Toc1554622709]8. Implementation, Monitoring and Performance
[bookmark: _Toc1460010416]8.1 Implementation
After procurement, the Fresha system will be programmed to show the therapists schedules, treatments, appointment durations and availability. The staff will then complete training before formal testing. Testing must be approved before the launch, after which all clients will be given instructions and help on accessing the new system. 

Configuration must correctly show treatment durations, therapist availability, breaks and service restrictions to avoid lost time or not enough time for the treatment to be completed. According to research on task-technology fit, how well and how often people use information systems depends on how well the technology fits with the tasks they need to do (Jeyaraj, 2022). This is especially important for scheduling systems, where technology needs to work with operational needs and time constraints (Chen et al., 2022). Therapists should be verifying settings before the launch to reduce double bookings or unrealistic appointment times. 
Training should include everyday tasks like the of appointments, blocking out additional time and managing cancellations. New research shows that users can be better ready for and more likely to use new technologies if they get the right technical help and training (Zhao & Zhao, 2021). Self-efficacy with computers is still important because how confident people are in their abilities to use technology can affect how they use it and the results that come from it (Torres et al., 2022). Competence on use of the system should be checked before launch and not left unconfirmed to limit problems.
[bookmark: _Toc1792556572]8.2 Key Performance Indicators
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The success of this Project for the addition of the Fresha booking system will be measured using KPIs linked to the project objectives and business case. Targets will include 100% of therapists trained by Week 6, giving a 40% reduction in administrative time, will push for 60% of bookings made online within three months, and strive to get booking errors below 2%, and still hit project completion within eight weeks. These measures assess staff readiness, operational efficiency and client uptake rather than simply whether the system launches successfully. But KPIs should be looked at along with feedback from therapists and clients, since service quality, usage, and user satisfaction also affect how well a system works (DeLone & McLean, 2003). The 60% online-booking target should also not be looked at as a pass-or-fail for example, achieving 52% may still represent a positive outcome within an established salon where some existing clients prefer personal contact. Technology acceptance can be affected by how useful people think it is, how easy it is to use, social pressure, and the availability of supporting factors (Venkatesh et al., 2003). So considering KPI trends alongside stakeholder feedback will provide a more balanced assessment of project performance and identify areas requiring further improvement. 



[bookmark: _Toc42276451]8.3 Monitoring and Control
Progress will be monitored against the Gantt chart, milestones, budget and risk register. Critical-path activities will receive additional monitoring because delays could affect the planned launch date. During launch, booking errors, technical problems and client queries will also be recorded. Minor delays may be absorbed by available float, whereas critical-path delays require faster action. The £300 contingency should cover genuine unforeseen costs rather than optional enhancements.




[bookmark: _Toc50827173]9. Project Closure and Evaluation
[bookmark: _Toc1317729392]9.1 Project Closure
Closure confirms that all agreed deliverables are complete and responsibility for the booking system has been handed back to normal salon operations. The final review will include achievement of objectives, final cost, outstanding risks, stakeholder feedback, system performance and lessons learned. Closure confirms transfer into normal operations. Support arrangements, access details, procedures and unresolved issues should be formally handed over so the system does not depend on one individual. 

[bookmark: _Toc239560764]9.2 Evaluation Against Objectives
 Slightly below the 60% desired target, pointing towards client acceptance needing further time, communication or support. Although there were slight training delays, the critical path was maintained, and the system was still launched within the planned eight weeks. Feedback from the team showed there was reduced administrative pressure and improved workflow, and clients happy with the new convenience of online booking. 

Rather than viewing the 52% as an unachieved goal the project manager should check if factors such as client awareness, digital confidence, preference or system usability affected this area of the project. Mohd Basir et al. (2023) say that awareness, perceived usefulness, and ease of use can have a big effect on how people use technology. Any further changes like additions or upgrades should be looked at as separate projects and will need new approval. 
[bookmark: _Toc768608049]9.3 Lessons Learned
· Establish detailed requirements before system selection.
· Provide sufficient therapist training.
· Communicate changes clearly to clients.
· Complete testing before launch.
· Monitor critical-path activities closely.
· Retain alternative booking options during transition.




[bookmark: _Toc1026950164]10. Project Manager Self-Evaluation and Personal Improvement Plan
[bookmark: _Toc969702361]10.1 Self-Evaluation
Acting as both the project manager and SME gave the Salon owner a unique and strong operational understanding. Knowledge of how the salon workflows and client behaviour helped and supported system configuration, training and communication. Strengths included organisation, communication, leadership, industry knowledge and problem-solving. Development areas include delegation, digital project-management knowledge, formal documentation and predictive risk management. 

Strong salon knowledge supports problem solving, but excessive personal involvement can create bottlenecks. Delegation is therefore both a development need and a project-control skill. Formal records of risks, changes, approvals and outcomes would strengthen evidence-based decision-making and complement existing industry expertise.

[bookmark: _Toc667881654]10.2 Personal Improvement Plan
[image: ]

[bookmark: _Toc2115236563]10.3 Final Reflection
The project shows how well set out structured project management can help an already established Salon make the switch to digital. The Waterfall method set out a clear plan from requirements and planning to setting up, training, testing, and launching. 

Although the goal to have most bookings made online wasn't met in three months, the project did help make administration more efficient and opened the door for more digital integration. Digital transformation is more than just new technology it's a way of changing how a business run (Vial, 2019). Overall, the salon was able to bring in new technology while keeping its focus on customer service thanks to structured planning, communication with stakeholders, risk management, and performance evaluation.
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