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[bookmark: _Toc207527497]Introduction

This assignment looks at a complex problem in the workplace and shows how it can be solved using problem-solving tools. The workplace chosen is Brows by Holly, a small mobile eyebrow waxing and tinting business based in the Bridgend area. The main issue being faced is frequent last-minute cancellations by clients. This problem is important because it causes both financial loss and operational difficulties for the business.
The aim of this work is to explore the problem in detail, find out the main causes, and develop realistic solutions. To do this, a range of tools will be used, such as Root Cause Analysis, Fishbone Diagram, 5 Whys, Brainstorming, Mind Mapping, Grid Analysis, Cost–Benefit Analysis, and a Gantt Chart. Stakeholder Analysis and a Communication Plan will also be used to show how the solutions can be explained and shared with others.
The assignment will start by defining the problem and showing its scope and impact. It will then move on to analysing the causes, proposing and evaluating possible solutions, and developing a detailed plan for implementation. Finally, it will explain how the plan will be communicated, monitored, and reviewed. The conclusion will bring everything together to show how the problem can be managed in a way that supports the long-term stability and professionalism of Brows by Holly.














[bookmark: _Toc207527498]Last-Minute Cancellations Causing Financial and Operational Instability in a Mobile Eyebrow Waxing and Tinting Business


[bookmark: _Toc207527499]Defining the Complex Problem in the Workplace 

In Brows by Holly, a mobile eyebrow waxing and tinting business working in the Bridgend area, one of the main challenges is frequent last-minute cancellations from clients. These cancellations often happen on the same day, sometimes only hours before the appointment, leaving no time to fill the slot with another booking. While the occasional cancellation is expected in this type of work, the amount happening now is enough to cause both financial loss and problems with running the business smoothly. For small, appointment-based services, every booking counts towards income and efficient use of resources (Kotler & Keller, 2016).

[bookmark: _Toc207527500]Who Owns the Problem and Why It Needs Solving

This problem sits with the business owner, who runs all parts of the service. From booking appointments and delivering treatments, to managing client relationships. As a sole trader, any cancellations directly affect earnings. Solving this is important because the losses build up over time, affecting not just the income but also planning, scheduling, and the professional reputation of the business. For a small business, too many unpredictable cancellations can make it hard to survive in the long term (Burns, 2020).	

[bookmark: _Toc207527501]Scope of the Problem

The people most affected by the issue are the owner, who loses income and preparation time when cancellations happen, and the clients, who may be impacted if the business introduces stricter booking rules such as deposits or cancellation fees. Potential new customers could also be affected if there are fewer appointment times available due to changes made to the booking system in order to prevent last-minute cancellations. The problem happens across the whole service area, which includes travelling to client homes in and around Bridgend.
The reach of the problem is wide. Financially, it reduces revenue and creates instability in cash flow. Operationally, it disrupts travel planning, stock preparation, and the overall efficiency of time management. Strategically, it may require changes to booking systems or cancellation policies, and these changes could influence how clients feel about the service and whether they return (Armstrong & Kotler, 2021).

[bookmark: _Toc207527502]Impact on Individuals, Teams, and the Organisation

Although Brows by Holly is run by one person, the impact is felt at different levels. The owner loses income, preparation time, and faces stress when trying to replace cancelled appointments. If the business grows and hires staff, they could face fewer hours or unstable pay. At the organisational level, less financial stability means reduced investment in marketing, tools, or training. Too many cancellations can also harm the business reputation, making it harder to attract new clients.

[bookmark: _Toc207527503]Constraints

The way this problem is managed is limited by budget, time, and resources. There is not enough money for advanced booking systems or large marketing campaigns. Time is lost when cancellations and rebooking take attention away from delivering services or finding new clients. Resources such as travel, stock, and equipment are often prepared in advance, and these are wasted when cancellations happen (British Beauty Council, 2021, accessed 5 August 2025).

[bookmark: _Toc207527504]Actual vs Desired Situation

Actual Situation – The appointment diary is unpredictable, with cancellations causing gaps in the schedule, wasted preparation, and lost income.
Desired Situation – The schedule is consistent and reliable, cancellations are rare, and when they do happen, there is enough notice to rebook the slot, protecting income and efficiency.



[bookmark: _Toc207527505]Analysing the Root Causes

To properly understand the issue of last-minute cancellations, it is not enough to only look at the surface. A structured approach is needed to dig deeper and see where the real causes come from. Using a set of problem-solving tools step by step makes the process clearer and shows how the problem builds up.

[bookmark: _Toc207527506]Fishbone Diagram (Ishikawa, 1986)

The first method used was the Fishbone Diagram (Ishikawa, 1986). This tool helps to break down a complex issue into categories. In this case, the categories chosen were client factors, business policy, competition, and outside influences.
[image: ]
	                                             Adapted from (Ishikawa, 1986)

From this diagram it is easy to see that cancellations are caused by a mix of things, such as clients forgetting, unexpected illness, weak business policies around deposits, and even things like bad weather. This shows the problem is not down to just one cause but several working together.

[bookmark: _Toc207527507]Brainstorm (Osborn, 1953)

After the Fishbone diagram a Brainstorm Exercise (Osborn, 1953) was used to open more ideas. Brainstorming is a simple but useful way to get as many reasons down on paper as possible without worrying about order.
[image: A white paper with black text and arrows
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	                                                  Adapted from (Osborn, 1953)

This helped to bring out smaller details that might otherwise be missed, like poor communication before the appointment or clients finding cheaper deals elsewhere.

[bookmark: _Toc207527508]Mind Map (Buzan, 2006)	

As brainstorms can get a bit messy, a Mind Map (Buzan, 2006) was created to group and organise these ideas.
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	                                            Adapted from (Buzan, 2006)




The mind map makes it easier to see that all the causes fall into four main groups: clients, policies, competition, and outside factors. This layout makes the issue more structured and easier to handle.

[bookmark: _Toc207527509]5 whys Method (Ohno, 1988)

Once the main ideas were grouped, the 5 Whys Method (Ohno, 1988) was applied to go deeper into one key cause.
Why do clients cancel last minute? Because they sometimes forget.
Why do they forget? Because reminders are not always sent.
Why are reminders missed? Because the system is manual.
Why is it manual? Because no booking software is in place.
This shows that forgetfulness is not only a client problem, but also a business systems problem. It highlights that a simple change, such as booking software with automatic reminders, could make a big difference.

[bookmark: _Toc207527510]Root Cause Analysis (Tague,2005)

To understand the issue of last-minute cancellations at Brows by Holly, a Root Cause Analysis (RCA) was carried out. RCA looks for the main causes of a problem rather than just the symptoms (Tague, 2005).
The analysis started with a Fishbone Diagram (Ishikawa, 1986), which grouped causes into clients, policies, scheduling, and communication. This showed links between clients forgetting appointments, no reminder system, and weak cancellation rules. Brainstorming (Osborn, 1953) and a Mind Map (Buzan, 2006) were then used to expand these ideas and show how they overlapped.
Next, the 5 Whys method (Ohno, 1988) was applied. This showed that clients cancel because there is no penalty, as deposits are not taken and no booking policy exists. This revealed that the issue is not only client behaviour but also gaps in the booking system.
Finally, a Root Cause Matrix was used to rank the causes by how often they happen and how serious they are (Tague, 2005). The table below shows the results.

[bookmark: _Toc207527511]Root Cause Analysis Table



                                                                      Adapted from (Tague,2005)

[bookmark: _Toc207527512]What this Shows-

The Root Cause Analysis showed the main reason for cancellations is the lack of a deposit system. Without deposits, clients have little reason to keep their booking, which often leads to no-shows (Tague, 2005). The second cause is clients forgetting appointments, especially when booked weeks ahead. Research shows reminders like texts or emails can cut missed bookings by up to 39% (Guy et al., 2012). The third cause is the lack of a clear cancellation policy, meaning clients face no rules or penalties (Tague, 2005).
Other issues, such as casual booking habits and limited scheduling, also play a role but are less urgent. Overall, the analysis shows a gap between the current state of frequent cancellations and the desired state of secure and reliable bookings. Tackling the main causes first will reduce cancellations and support long-term stability.

[bookmark: _Toc207527513]Propose Alternative Solutions

The analysis of findings showed that the main causes of frequent last-minute cancellations in Brows by Holly are the absence of a deposit system, clients forgetting appointments due to lack of reminders, and the lack of a clear cancellation policy. To address these issues, several solutions can be proposed. Each solution is linked directly to the identified causes, and resources, risks, and feasibility are considered to assess their suitability.

[bookmark: _Toc207527514]Solution 1: Introduce a Deposit System

One of the most effective ways to reduce cancellations is to introduce a deposit system, where clients pay a small proportion of the treatment cost when booking. This solution addresses the critical cause of clients cancelling without consequence (Tague, 2005).
Resources needed.
Online booking platform with payment features (e.g., Fresha).
Small amount of administrative time to set up deposit rules and policies.
Risks or barriers
Some clients may resist paying deposits, especially if they are used to more casual booking arrangements.
Risk of losing clients who do not wish to prepay.
Feasibility
Highly feasible with low financial cost.
Matches industry best practice, increasing professionalism (Gibson, Arnott, & Jagielska, 2015).

[bookmark: _Toc207527515]Solution 2: Automated Reminder System

A second solution is to implement an automated reminder system that sends text messages or emails 24–48 hours before each appointment. This directly tackles the issue of clients forgetting bookings, which was identified as a high-priority cause.
Resources needed.
Subscription to a booking app with reminder functionality.
Reliable internet or mobile network access.
Risks or barriers
Technical issues could disrupt reminders.
Some clients may change their phone number or ignore messages.
Feasibility
Feasible with low cost, as many booking apps offer this service.
Evidence shows reminders reduce missed appointments by up to 39% (Guy et al., 2012).

[bookmark: _Toc207527516]Solution 3: Clear Cancellation Policy

A third solution is to establish and enforce a clear cancellation policy, requiring clients to give at least 24 hours’ notice to cancel or reschedule. This responds directly to the identified lack of structure around cancellations.
Resources needed.
Written policy for clients, included in booking confirmations.
Communication effort to ensure all clients understand the rules.
Risks or barriers
Clients may react negatively if they feel the rules are too strict.
Consistent enforcement may be challenging, especially with loyal customers.
Feasibility
Highly feasible, with almost no financial cost.
Improves business professionalism and protects income (Armstrong, 2014).

[bookmark: _Toc207527517]Summary

These three solutions, a deposit system, automated reminders, and a clear cancellation policy. These are directly linked to the root causes identified in the analysis. Each option is practical, manageable for a small mobile business, and supported by evidence from existing research. While there are some barriers, these can be managed through clear communication and consistent application. Together, they provide a realistic way to reduce last-minute cancellations and improve the financial and operational stability of Brows by Holly (Tague, 2005; Gibson, Arnott, & Jagielska, 2015; Guy et al., 2012; Armstrong, 2014).

[bookmark: _Toc207527518]Evaluate Options

To decide which solution is most suitable for reducing last-minute cancellations, decision-making tools were used. These tools make it easier to compare options fairly, especially when time, money, and resources are limited. In this case, a Grid Analysis and a Cost–Benefit Analysis were completed. Both give a simple way to weigh up the pros and cons of each solution so the best choice can be made (Harris, 1998) [Accessed 05 August 2025].

[bookmark: _Toc207527519]Grid Analysis

Grid Analysis, also called a Decision Matrix, was first formalised by Stuart Pugh (1991) as part of his work on decision-making in engineering design. The tool scores each option against set criteria, helping managers to make balanced decisions. For Brows by Holly, the chosen criteria were-
Cost/Budget – Can it be afforded?
Time impact – How much time does it take to set up or maintain?
Resource use – Does it need extra tools, stock, or systems?
Client response – Will clients accept it?
Each solution was scored from 1 (poor) to 5 (excellent).




	Solution
	Cost/Budget
	Time Impact
	Resource Use
	Client Response
	Total Score

	Deposit system
	4
	4
	4
	3
	15

	Reminder system
	5
	5
	4
	4
	18

	Cancellation policy
	5
	5
	5
	3
	18


                                                           Adapted from Stuart Pugh (1991)


[bookmark: _Toc207527520]What this shows-

The results show that the reminder system and the cancellation policy both scored the highest, with 18 points each. This means they are the most practical and realistic options for the business right now. They are low in cost and can be set up quickly, which makes them a strong choice.
The deposit system also scored well, but slightly lower at 15 points. The main issue is that some clients may be less willing to pay a deposit, which could make them less likely to book. This is why the deposit system is better as a later step, rather than the first action.

[bookmark: _Toc207527521]Cost–Benefit Analysis

Cost–Benefit Analysis was first introduced in economics by Jules Dupuit in the 19th century and later developed into a modern framework for business decision-making (Boardman et al., 2018). It looks at how much benefit each option brings compared to the cost or effort involved.
To keep it simple for a small business, a qualitative scale (1–5) was used here. This avoids heavy financial data but still shows clearly how the options compare.

	Solution
	Expected Benefit (1–5)
	Cost Burden (1–5, lower = better)
	Notes

	Deposit system
	4
	4
	Reduces cancellations, but some clients may resist deposits.

	Reminder system
	5
	2
	Research shows reminders reduce missed appointments by up to 39%.

	Cancellation policy
	4
	1
	Almost no cost, strong professional impact if enforced consistently.



	Adapted from (Boardman et al., 2018)

[bookmark: _Toc207527522]What this Shows-

The cost–benefit results highlight the strengths and weaknesses of each solution. The reminder system has very low cost but a high benefit, making it one of the best options to use first. The cancellation policy is almost free to introduce and helps to protect income, but it depends on being applied consistently. The deposit system has clear financial benefits but may face client resistance, so it is best brought in gradually.
Together, the two tools support the same conclusion: the business should start with reminders and a cancellation policy, while adding deposits in stages later on.

[bookmark: _Toc207527523]Final Choice-

Both tools show that the reminder system and clear cancellation policy are the strongest solutions. They are affordable, simple to apply, and directly target the main causes found in the Root Cause Analysis.
The deposit system is still important, but it may be better introduced in stages. For example, deposits could be required only for new clients or at busy times first, then expanded later.
The best overall approach is therefore a combination of-
Start with automated reminders (quick win).
Add a clear cancellation policy (sets clear rules).
Phase in a deposit system later (adds stability without shocking clients).
This combination balances budget and time limits with client acceptance, while directly addressing the most critical root causes (Burns, 2020; Guy et al., 2012; Armstrong, 2014; Pugh, 1991; Boardman et al., 2018).

[bookmark: _Toc207527524]Develop a Detailed Implementation Plan for the Solution

Once the best solutions were chosen, it was important to create a detailed plan for how they will be introduced. A clear plan makes sure objectives are realistic, tasks are allocated, and progress can be tracked. Without a structured approach, even good ideas may fail in practice (Burns, 2020).
To plan the work, a Gantt chart was used. This tool was developed by Henry Gantt in the early 20th century as a way of tracking tasks against time (Clark, 1923). It remains widely used in business and project management today because it gives a simple, visual timeline that shows what needs to be done, when, and by whom (Kerzner, 2017).
[bookmark: _Toc207527525]Gantt Chart – Implementation Plan for Brows by Holly-

The table below shows the tasks, deadlines, and responsibilities for introducing the reminder system, cancellation policy, and later the deposit system.




	Task
	Responsibility
	Deadline
	Milestone / Success Indicator

	Research and select booking/reminder app
	Business owner
	Week 1
	App chosen and tested

	Set up automated reminder system
	Business owner
	Week 2
	Test reminders sent successfully

	Draft clear cancellation policy
	Business owner
	Week 2/3
	Policy document completed

	Communicate policy to clients
	Business owner
	Week 3/4
	All clients informed (via email/text/social media)

	Monitor client response to policy
	Business owner
	Weeks 3–6
	Fewer last-minute cancellations reported

	Evaluate impact of reminders
	Business owner
	Weeks 3–6
	20% reduction in no-shows within first month

	Plan phased introduction of deposit system
	Business owner
	Week 6
	Plan drafted (e.g., new clients / peak times first)

	Pilot deposit system
	Business owner
	Week 8/9
	Deposits collected for pilot group

	Review and adjust
	Business owner
	Week 10
	System working smoothly, cancellations reduced



	Task
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5
	Week 6
	Week 7
	Week 8
	Week 9
	Week 10

	Research and select booking/reminder app
	
	
	
	
	
	
	
	
	
	

	Set up automated reminder system
	
	
	
	
	
	
	
	
	
	

	Draft clear cancellation policy
	
	
	
	
	
	
	
	
	
	

	Communicate policy to clients
	
	
	
	
	
	
	
	
	
	

	Monitor client response to policy
	
	
	
	
	
	
	
	
	
	

	Evaluate impact of reminders
	
	
	
	
	
	
	
	
	
	

	Plan phased introduction of deposit system
	
	
	
	
	
	
	
	
	
	

	Pilot deposit system
	
	
	
	
	
	
	
	
	
	

	Review and adjust
	
	
	
	
	
	
	
	
	
	


	          Adapted from (Clark, 1923).

[bookmark: _Toc207527526]What the Plan Shows-

The plan puts the reminder system and cancellation policy in place within the first three weeks, so fewer cancellations can be seen quickly. Progress will be checked through milestones like reminders being tested and a 20% drop in no-shows.
The deposit system is planned for Week 6 and trialled in Week 8. This phased approach reduces the risk of negative client reaction while building stronger booking control.
The Gantt chart shows what tasks need to be done, by who, and when. It also tracks progress against milestones, making the plan more likely to succeed.

[bookmark: _Toc207527527]Communicate the Plan to Stakeholders

A good implementation plan must be supported by clear communication. If stakeholders are not informed or engaged, even the best plans can face problems (Burns, 2020). Communication ensures that people understand what is happening, why it matters, and how it will affect them.

[bookmark: _Toc207527528]Stakeholder Analysis-

Stakeholder Analysis is a tool used to identify everyone who has an interest in the plan and to understand their needs and expectations. The idea of stakeholder management was popularised by R. Edward Freeman (1984) in his work on strategic management.
For Brows by Holly, the key stakeholders are-
	Stakeholder
	Interest in the Plan
	Expectations / Concerns
	Level of Influence

	Business owner
	Financial stability, reduced stress, better planning
	Wants fewer cancellations and steady income
	High

	Clients
	Access to treatments, fair booking system
	Want clear rules, simple booking, good service
	Medium

	Suppliers (Sally Beauty)
	Regular orders of stock
	Expect consistent demand for products
	Low

	Future staff (if business grows)
	Reliable hours and income
	Want fair schedules and stable bookings
	Medium


	Adapted from by R. Edward Freeman (1984).

[bookmark: _Toc207527529]Communication Plan-

A Communication Plan sets out how information will be shared with each stakeholder. This makes sure communication is clear, timely, and suited to each person’s needs (Kerzner, 2017).
	Stakeholder
	What Information?
	Method
	When / Frequency
	Responsibility

	Business owner
	Full implementation plan, milestones, review updates
	Self-managed (business records)
	Weekly checks
	Business owner

	Clients
	New cancellation policy, reminder system, deposit introduction
	Text message, email, social media
	At booking, reminders 24–48 hrs before
	Business owner

	Suppliers (Sally Beauty)
	Expected stock levels, changes in demand
	Email or phone
	Monthly or when stock changes
	Business owner

	Future staff (if employed)
	Work schedules, booking policies, reminders
	Team meetings or WhatsApp
	Weekly schedule updates
	Business owner



	Adapted from (Kerzner, 2017).


[bookmark: _Toc207527530]What This Shows-

The stakeholder analysis highlights that the business owner has the highest influence, as they are responsible for carrying out the plan. Clients are also important, as their acceptance will determine whether the solutions work. Suppliers and potential future staff are less directly involved but should still be considered.
The communication plan shows how each group will be kept informed in a way that suits their needs. For example, clients will receive reminders by text and email at the right time, while suppliers will only need simple monthly updates. This makes sure expectations are managed, which reduces the chance of confusion or resistance.
By aligning communication to stakeholder needs, the plan is more likely to be accepted and successful.

[bookmark: _Toc207527531]Monitor and Review Implementation

Once the plan has started, it is important to check if progress is on track and to make changes when needed. Monitoring and reviewing give early warnings if tasks are delayed and help keep the plan realistic. Without review, there is a risk that problems build up and the solutions fail (Burns, 2020).

[bookmark: _Toc207527532]Monitoring with the Gantt Chart-

The Gantt chart, developed by Henry Gantt (Clark, 1923), is not just a planning tool but also a way to monitor progress. Each task can be checked against its deadline. For example, in Week 2 the reminder system should be set up and tested. If this milestone is not met, it shows the plan is falling behind. Regular checks against the chart make it clear whether the project is moving forward or needs extra action.
Key milestones to monitor-
Week 2- Reminder system tested.
Week 3- Cancellation policy shared with clients.
Week 6- Deposit system plan drafted.
Week 8- Pilot deposit system running.
Week 10- Review and adjustments made.
These milestones act as checkpoints for progress.

[bookmark: _Toc207527533]Reviewing with the Communication Plan-

The communication plan (Freeman, 1984; Kerzner, 2017) also supports monitoring because it sets out how feedback will be gathered from stakeholders like-
Clients give feedback through responses to reminders and policy updates.
The business owner reviews cancellations weekly to see if numbers are falling.
Suppliers are updated monthly to check if stock levels match new booking patterns.
If problems are identified, such as clients reacting badly to deposits, the communication plan ensures feedback is collected quickly. This makes it easier to adjust the plan before the problem grows.

[bookmark: _Toc207527534]Dealing with Problems or Delays-

If delays happen, the business owner can use the Gantt chart to see which tasks are behind and re-schedule them. For example, if reminders are not set up on time, the milestone shifts forward but later tasks, such as the cancellation policy, must still be kept on track.
If clients resist new rules, the communication plan can be adapted. For instance, extra messages could explain why deposits are needed, or a phased deposit system could be introduced more slowly. This shows that review is not just about spotting problems but also about finding ways to solve them.

[bookmark: _Toc207527535]What This Shows-

Monitoring and reviewing make the implementation plan stronger because they keep progress visible and make problems easier to solve. By linking the Gantt chart with milestones and using the communication plan for feedback, the business has a structured way to check whether the solutions are working. This increases the chance that cancellations are reduced and that the business becomes more stable.

[bookmark: _Toc207527536]Conclusion

Frequent last-minute cancellations have a serious impact on Brows by Holly. They reduce income, waste time and resources, and make the business harder to run. The Root Cause Analysis showed the main reasons are no deposits, clients forgetting bookings, and no clear cancellation policy.
Different solutions were compared, and the best first steps are an automated reminder system and a clear cancellation policy, with deposits added later. These are low cost, realistic for a small business, and deal directly with the main causes.
A detailed plan was then made with a Gantt chart, giving tasks, deadlines, and milestones. The stakeholder and communication plan ensured clients, suppliers, and future staff are kept informed. Monitoring and review will use the Gantt chart and communication plan to track progress and fix delays.
Overall, the work shows how structured tools can turn a complex problem into clear actions. By following this plan, Brows by Holly can reduce cancellations, improve financial stability, and build a stronger reputation for future growth.
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Root Cause

Liklihood (High,Med,Low)

Impact (High, Med,low) Priority Level

No deposit system in place

HIGH HIGH CRITICAL

Client forgetfulness (no reminders)

HIGH MED HIGH

Unclear cancellation policy

MED HIGH HIGH

Clients booking casually

MED MED MED

Operational scheduling limits

LOW HIGH MED

Low client loyalty and repeat booking incentives

MED LOW LOW
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		Root Cause				Liklihood (High,Med,Low)				Impact (High, Med,low)				Priority Level

		No deposit system in place				HIGH				HIGH				CRITICAL

		Client forgetfulness (no reminders)				HIGH				MED				HIGH

		Unclear cancellation policy				MED				HIGH				HIGH

		Clients booking casually				MED				MED				MED

		Operational scheduling limits				LOW				HIGH				MED

		Low client loyalty and repeat booking incentives				MED				LOW				LOW
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