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[bookmark: _Toc717443306]Introduction
This assignment explores a complex problem and recurring issue within my dog grooming business, frequent last-minute cancellations and no-shows. These problems are negatively affecting revenue and disrupting operational efficiency. A key factor is the continued use of a paper-based booking system, which lacks essential features such as automated reminders and a formal cancellation policy.
Several problem-solving tools were used to identify the root causes, techniques such as brainstorming and five whys revealed that the absence of a digital booking system and formal cancellation policies were major factors contributing to customer unreliability. A fish-bone diagram was also created to visually see the contributing parts including people, processes, technology, communication, and the working environment.
A stakeholder analysis was carried out to identify individuals affected by the changes, including clients and staff, communication strategies were developed to ensure their needs and concerns were considered throughout the change.
Several possible solutions were considered using a grid and cost benefit analysis. The most effective solution identified was implementing a digital booking system, supported by formal cancellation policy and the introduction of upfront deposits. A Gantt chart was then used to plan the implementation stages 
To support the success of the new system, clear communication strategies and monitoring techniques were presented, supporting continuous improvement and better customer reliability.










[bookmark: _Toc1316898377]1.Complex problem
The main issue affecting my dog grooming business is the high number of last-minute cancellations and no-shows, which impact revenue and scheduling. The problem is further complicated by my continued use of paper diary to manage appointments. 
A manual system lacks automated reminders, and it increases human error, leading to poor communication, reduced customer reliability, wasted time and limits business growth. 
[bookmark: _Toc261792213]1.2 Scope
The problems scope is operational, financial, and reputational. Last-minute cancellations and no-shows result in unfilled slots that could have been given to paying customers. 
Without automation, customers are more likely to forget due to no reminders. A paper diary lacks digital backup, increasing risks of errors like double booking or lost appointments. These issues reduce income, harm customer experience, and limit business scalability. 
[bookmark: _Toc1091538819]1.3 Impact 
This issue affects multiple stakeholders. As the business owner, I lose both income and time. Clients may become frustrated if they miss or can't secure slots due to no-shows, damaging trust, and causing dissatisfaction with communication.
Over time, the business may develop a reputation for being disorganised, which can hurt customer retention and growth. If unaddressed, these issues risk the long-term sustainability of the business.
[bookmark: _Toc1848997056]2.Analysing the complex problem 
The complex problem is the booking system issue, several techniques have been used these include brainstorming, mind mapping, root causes, the Five Whys method, and a Fishbone diagram. These tools help to explore all aspects of the problem, from the start to the underlying causes and a guide to potential solutions.
[bookmark: _Toc145963526]2.1 Brainstorming 
Brainstorming is a useful technique for exploring all aspects of the problem and identifying potential solutions. It allows for all ideas without judgement, which can lead to more creative approaches to solving the problem. According to (Byron, 2012) and the (Cambridge Dictionary, 2025). Brainstorming supports deep thinking and can be especially effective for small business.
Relating to my dog grooming business a brainstorming technique was conducted to explore the issue of last-minute cancellations and customer no-shows. The outcomes were grouped into five key areas.
Identified Factors to the Problem
The issue of last-minute cancellations and no-shows has several negative consequences that can impact the business.
· Customers forget their appointments.
· Customers fail to show up without notice.
· Hard to reschedule or cancel appointments.
· Errors in writing or reading the diary.
· Appointments lost due to misplaced diary.
· Inflexibility outside the salon.
Potential Solutions Identified
· Implement a digital booking system.
· Use automated appointment reminders.
· Continue using the paper-based diary.
· Use a basic digital booking system from google.
· Creating a waiting list to fill last minute cancellations.
· Require deposits to secure bookings.
· Introduce a cancellation policy.
· Offer loyalty programs to customers who keep appointments.
· Confirming appointments 24 to 48 hours in advance.
Customer Behaviour
Understanding customer motivations was another outcome of brainstorming.
· Appointment was not taken seriously.
· Customers don't fully understand the cancellation policy.
· Customers simply forgot.
· Appointment was booked far in advance and customer forgot (no reminder sent).
· Customer had a bad experience so didn't return.
· Something urgent came up last minute.

 Potential benefits if the Problem is solved
· Fill missed slots quickly from a wating list.
· Diary is better organised.
· Less stressed. 
· More in control.
· Improved reputation and business growth.
· Notice given for cancellations in advance.
· Ability to accept more customers due to better planning.
· New system is working well and looks more professional to customers.
· More customers attend their appointment.
Barriers to implementing Change
· Unsure which booking system is best for my needs
· Fear of losing existing customers during the change over
· Comfortable with the paper diary, scared of change
· Lack of confidence using new technology
· Concerns that some customers may not adapt to the new booking system
The brainstorming technique has helped me identify that the problem is not only customers last minute cancellations and no-shows, but the system lacks flexibility and functionality to prevent them.













[bookmark: _Toc713451313]2.2 Mind Mapping
Mind mapping is a visual technique that is used to organise and connect related information often applied in problem solving to break down complex issues into manageable parts (Erdem, 2017).  
In this case mind map was created to explore root causes and effects of last-minute cancellations and no-shows, as well as customer behaviour, potential solutions and barriers to change. This helped me understand the wider impact of the problem on myself as the owner, my customers and the overall effect on the business. 
[image: ]
By creating a mind map as help to visualise different aspects of the problem and it lets me see how they relate to each other, It revealed that the issue is not only operational but also linked to customer behaviour and my own resistance to change. This tool supported creative thinking and provided a clear starting point for identifying practical solutions to the areas needed.


Root Causes Analysis 
The root cause is that the business lacks a digital booking system that supports modern customer behaviour. Customers are used to automated reminders, online booking access and digital confirmation systems, The current paper diary lacks all these and doesn't meet customer expectations.    
                                                                                    

[bookmark: _Toc1566080281]2.3 Flow Chart
A flow chart is a step-by-step visual idea of the process. It helps to identify how the process works and areas to improve. Flowcharts are useful in analysing decision making in the business. (Maria, 2020)
To better understand the issue, I've created two flowcharts one with the current system which is a paper diary and one to show the improved process using a digital booking system. 
Current Problem Flow Chart

Start:
Appointment written in paper diary
No reminder sent
Client forgets or changes mind
Client cancels last minute
Results in lost income and wasted time
Repeat cycle
End
Improved Process Flow Chart
Start:
Customer books appointment online
Automated confirmation and reminder sent
Deposit collected
Cancellation policy enforced
Customer attends appointment 
 Time and income protected
End


[bookmark: _Toc914753101]2.4 Five Whys
The 5 whys is a technique to find the root cause of a complex problem quickly; it encourages deep thinking to provide long lasting solutions. (MindTools | Home, 2025)
In this case, the Five Whys technique was used to investigate why appointments are being missed.
1. Why are appointments being missed?
Because customers are forgetting their appointments or cancelling last minute.
        2.   Why do they forget or cancel?   
Because they don't receive reminders and no deposits are taken. 
        3.   Why are there no reminders or deposits taken?
Because the system is manual and can't send automated messages or take automated deposits.
        4. Why is a manual system being used?
Because the system hasn't been updated yet.
        5. Why hasn't it been updated?
Lack of time and knowledge and afraid of change.
                                                                                                                                       





[bookmark: _Toc1316570965]2.5 Fishbone Diagram
A Fishbone diagram is a tool for generating and improving ideas according to (Kumah et al., 2024) the fishbone diagram is a visual aid and displays various factors which is used to identify the root cause of a problem.
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People- customers forget appointments- lack of training - no accountability-no help to manage booking, staff errors.
Process- manual bookings- no automated reminders- no waiting list to fill gaps- no follow up process on missed appointments, no deposits.
Tools, paper diary, no back up, diary easily lost.
Technology- paper diary used instead of a digital system- no reminders-no client online access- lack of tools.
Environment- poor internet connection, no remote access, no system only linked to business hours.
Management – no deposits taken at time of booking- no cancellation fee in place- no formal cancellation policy in place.
Communication- customers unclear on cancelation rules- confirmation on bookings not sent out- no reminders sent close to appointment time- policies not visible in salon or on website.
This fishbone analysis shows that the main root causes are a paper-based system, lack of automated reminders, and no clear cancellation policy. These factors significantly impact income, with money lost due to no-shows and last-minute cancellations that can't be filled, causing both financial loss and frustration. 
It confirms that the issue isn't just human error but the outdated booking system that no longer supports the business needs. The next step is to explore possible solutions.
[bookmark: _Toc1863947411]3. List Of Possible Solutions
Potential solutions based on the current booking system and the root causes of the problem, a few solutions were considered.
Option 1 - Continue using the paper-based diary possibly adding a few changes such as calling customers before appointments to remind them.
Pros – 
No cost.
No need to learn the new booking system.
It's a familiar process.
Cons-
No automated reminders or appointment time.
Doesn't improve professionalism.
No business growth potential.
Human error still happens.
Option 2 – Use a google calendar that will record appointments and set basic reminders for myself and clients.
Pros - 
Free.
Easy to set up.
Can send basic reminders.
Cons - 
Customers can't book themselves in.
No deposits can be taken.
No cancellation policy features
Hard to manage multiple services
Still will require manual updates.
Option 3 – Update to a fully digital booking system such as Square, Fresha, Booksy.
This is a more professional approach the implement of this system will include online bookings, automated reminders and deposit payments taken on booking.
Pros - 
Reduced no-shows with reminders and deposits through the system.
Customers can book anytime online.
Frees up time.
Includes mobile apps and marketing tools.
Scalable for business growth.
Improves customer satisfaction.
Cons -
Monthly fee.
Requires an investment to set up.
Some systems limit all features unless you upgrade.
Comparing Options
After comparing options, the most suitable solution is upgrading to a digital booking system such as Square, Fresha or Booksy These platforms offer automated scheduling, real-time availability, and email reminders. Switching to a digital system would modernise the business, reduce human error, improve customer satisfaction and support growth.


[bookmark: _Toc1245761975]4.Grid Analysis  
A weighted grid analysis was used to compare potential solutions to reduce cancellations and no-shows in my dog grooming business, the table below shows each one was scored out of 5 based on importance, each one was scored from 1 (poor) 5 (excellent). Scores were then multiplied by the weigh to calculate the total of each one.

	Option
	Cost
	Ease of its used
	features
	professionalism
	Customer convenience 
	Un weighted
	Weighted

	weight
	5
	3
	3
	5
	5
	
	

	Full Digital Booking system
	3
5x3=15
	4
3x4=12
	5
3x5=15
	5
5x5=25
	5
5x5=25
	22

	
92

	Basic Digital Booking Calendar from Google
	4
5x4=20
	3
3x3=9
	3
3x3=9
	3
5x3=15
	3
5x3=15
	16

	
68

	Paper- based Diary
	5
5x5=25
	2
5x2=10
	1
5x1=10
	2
5x2=10
	2
5x2=10
	12

	
65



The digital booking system received the highest overall score; this indicates that it's the best option. This supports the change from a paper-based diary to a digital booking system, with features such as automated reminders, cancellation policies, and deposits being taken through the digital booking system, this will provide a long-term solution that will gain customer experience and will improve business.
Basic Digital Google calendar improves slightly but lacks on automation needed to run successfully.
Paper based diary scored well on cost but poorly on customer convenience.



[bookmark: _Toc288965978]4.1 Cost Analysis
The table below shows that a cost analysis was done to evaluate the monthly expenses and the one-time setup costs, it considers the financial cost, time investment, training and impact on customers, according to (Jiang & Rainer Marggraf, 2021). A Cost analysis is key part of the planning, ensuring that the chosen solution is financially viable.
	Cost of item
	Details
	Estimated price monthly

	Digital booking system
	Monthly subscription
	£20 to £50

	Time to setup
	1 to 3 hours
	£50 loss of earnings

	Training
	Learn to use the software and train individuals
	Low

	Customer 
	Customers may find it difficult to adapt to booking through the new system
	Low risk

	Device needed
	Tablet or laptop to use app in salon
	£200 to £400



The digital booking system offers long-term savings and efficiency, it will reduce the number of no-shows, it will improve time management and will allow for better customer communication though automated reminders. These benefits will increase revenue making the investment worthwhile over time.
The estimated monthly cost for the booking system is up to £50 depending on the provider and the features selected, there is a one of cost of £200 to £400 which will cover the cost of the tablet or laptop required to operate the booking system.
These costs are considered manageable when weighed against the long-term benefits such as the increase in customer reliability and the reduced no-shows.


[bookmark: _Toc1820955203]4.2 Cost- Benefits 
A Cost-Benefit analysis was carried out to weigh the estimated financial and operational costs of implementing a digital booking system against its potential benefits, this will help to see if the solution is worth doing for the long-term success. (Jiang & Marggraf, 2021).
	Benefit
	Details
	Value

	No shows and cancellations are reduced
	Automated reminders, deposits are sent, and clear policies in place for missed appointments
	Saves between £120 to £240 a month on 3 to 6 missed or cancelled appointments per month

	Efficiency is increased
	Less time rescheduling or texting with a manual booking system
	Saves many hours per month

	Customer Experience
	Customers can book online 24/7 and get reminders for upcoming appointments
	This will improve customer satisfaction

	Helps the business grow
	Makes it easier to handle higher booking volumes
	Potential growth overtime

	Helps with future features
	Loyalty points, customer reviews, and reporting
	Better feedback of customers



By switching from a paper diary to a digital booking system like Fresha, Square or Booksy, I can manage appointments, send automated reminders, and collect deposits, reducing no-shows and cancellations.
[bookmark: _Toc1445742492]4.3 Estimated monthly benefits 
One off cost           £200/£400
Monthly cost          £20/£50
Monthly benefit    £120/£240
The cost-benefit analysis shows that switching to a digital booking system offers strong long-term benefits. A one-off device purchase and low monthly fee can lead to fewer no-shows and an improved customer experience.
Recovering just two missed appointments per month would cover most platforms costs, making this a financially practical investment for the business.



[bookmark: _Toc1687159406]5.Gantt Chart
According to (White & Fortune, 2002) a Gantt chart is useful management tool designed to improve project tasks and processes by providing a clear timeframe.
I have created a Gantt Chart to visually outline start and end dates for each task. This helps to ensure steps are completed, tracked efficiently, and finished on time.

	Task
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5

	Reasearch system
	xxxxxxxxxx
	
	
	
	

	Choose system
	
	xxxxxxxxxx
	
	
	

	Put cancellation policy in place
	
	
	xxxxxxxxxxx
	
	

	Inform customers
	
	
	xxxxxxxxxxx
	
	

	Training on new system
	
	
	xxxxxxxxxxxx
	
	

	Digital system going live
	
	
	
	xxxxxxxxxxxx
	

	Monitor and evaluate system
	
	
	
	
	xxxxxxxxxxx



The Gantt Chat outlines a 5-week plan, starting with research and selecting the right booking system, followed by setup, creating polices, customer communication, and staff training. The system will be set up by week 3, go live from week 4, and be evaluated in week 5. This plan aims to improve customer reliability, reduce no shows and cancellations, and increase business profit.





[bookmark: _Toc1611783428]5.1 Milestones 
Week 1: The system is researched.
Week 2: The system is selected.
Week 3: Staff training on new system completed, cancellation policy in place and customers informed about new system.
Week 4: First digital booking is in progress.
Week 5: monitor the progress of the new system and evaluate if it's doing well or not.

[bookmark: _Toc140906426]6. Communicating Plan
Clear communication is essential to help stakeholders understand and accept change from a paper diary to a digital booking system and the introduction of a cancellation policy. This requires delivering the message professionally to everyone involved.
Stakeholders are customers, current and future staff, and myself as the business, play key roles in the changeover. Communicating these updates in a timely and professional way will reduce confusion and build trust.
Once the system is in place, it's important to monitor its impact, focusing on whether last-minute cancellations and no-shows are decreasing. Ongoing feedback and communication will help improve the system over time. 
Effective communication supports responsible leadership, informed decision making, and ensures successful implementation and business growth.

[bookmark: _Toc1025923259]7.Analysing the stakeholders
Stakeholders are individuals who are affected by the business changes. Analysing stakeholders helps to identify their interests, expectations and potential impact on the project, this enables a better communication and engagement required during the implementation process. (Zanchetta, 2022)
The table below shows key stakeholders, the potential impact and how they will be engaged.



	Stakeholders 
	Impact
	Engagement

	Customers
	Affected by the new booking system
	Communicate clearly of changes

	Owner
	Responsible for implementation and training
	Set realistic goals and track results

	Future staff
	Training on the new system will be needed
	User friendly software and provide training

	supplier
	Minimal direct impact 
	Inform when relevant, maintain good communication

	competitor
	Not directly involved 
	Monitor trends to stay competitive



By understanding each stakeholder's interests and level of involvement supports a smooth and successful changeover. Engaging with customers early through clear communication while making sure the system is easy to use for both owners and future staff.

[bookmark: _Toc666222446]8.Monitoring techniques
Tracking no-shows and cancellations - compare figures monthly before and after implementation.
Customer feedback – Collect feedback from online reviews or informal conversations to assess satisfaction.
System data- - Use data from the digital booking system to track appointments and identify issues.
Regular reviews of these will help identify areas to improve and guide better decision making. Monitoring ensures the business continues to benefit over time.

[bookmark: _Toc942841025]9. Conclusion
This assignment has explored a complex problem affecting my dog grooming business, with the high number of last-minute cancelations and no-shows, combined with the continued use of a paper-based diary. These issues were contributing to a loss in revenue and poor managing appointments.
Though using tools such as 5 Whys, fishbone diagram, mind mapping, brainstorming, and a stakeholder analysis, a clear and practical solution was identified. The most effective approach was to implement a digital booking system supported by a cancellation policy and deposit requirements.
This solution was further supported using a Gantt chart and cost benefit analysis, which highlights the long-term value to the business. By communication effectively with stakeholders, gathering feedback and monitoring results, I will be able to implement and manage the change successfully.
Overall, this demonstrates effective leadership and decision-making, it also shows a strong commitment to improving business performance and customer experience.
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