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[bookmark: _Toc1516202665]1. Define the Complex Problem, Scope & Impact 
[bookmark: _Toc1302782361]1.1 Defining the Complex Problem
A significant and emerging challenge for beauty salons and practitioners that currently offer advanced treatments is the introduction of new licensing laws by the Welsh government being enforced by local councils. These businesses now require the obtaining of a Special Treatment Licence to legally continue offering certain services. Non-compliance will result in the withdrawal of these treatments, causing substantial financial losses, a decline in client retention, potential staff redundancies, and in the worst case the risk of business closure. There is no easy way to solve this problem because it has many causes and can't be fixed with just one action. The new licensing requirements may involve structural changes to salons which in some cases may not be feasible due to restrictive building regulations or prohibitive refurbishment costs. Furthermore the problem is multi-dimensional with the amalgamation of several factors these being legal, operational and financial that can lead to both short-term and long-term risks for the business (Botchkarev & Finnigan, 2014).
[bookmark: _Toc564254455]1.2 Scope of the Problem
The scope of this problem extends largely beyond just compliance and impacts multiple stakeholders, including salon owners, employees, shareholders and clients. Small and medium-sized businesses may find it financially draining to meet the legal requirements because they require them to follow strict technical guidelines and spend a lot of money and time on operations. Many salons occupying older buildings may be physically unable to meet the required standards due to the structural limits of their premises where others may not have the cashflow to invest in the necessary changes. According to studies on business process compliance, regulated entities often have a hard time with too many rules, unclear procedures, and established fix-fail cycles that make things more complicated (Adams et al., 2022).  Additionally, the uncertainty surrounding council enforcement timelines and inspection criteria adds another layer of complexity, making forward planning difficult. Successfully negotiating these changes will require coordinated action from legal compliance, financial management, operational adaptation, and communication with stakeholders. This will require a lot of resources and could be a high-risk task for the business.

[bookmark: _Toc245899955]1.3 Impact on Stakeholders

 The introduction of the Special Treatment Licence requirement will have wide-ranging effects on both internal and external stakeholders. At an individual level, salon employees may face reduced income, job insecurity, and increased if high value treatments are discontinued, which can lead to decreased job satisfaction and higher turnover intentions (Jiang & Probst, 2015). Team dynamics may be disrupted as uncertainty in the workplace can increase worry and negatively impact teamwork as well as creating unrest between coworkers. It also shifts focus from growth-oriented goals to short-term problem-solving (Kozlowski & Ilgen, 2006). Productivity is also likely to be affected by operational changes, compliance tasks, and potential staffing reductions can divert time and resources away from client service and quality of treatment delivery resulting in lowering efficiency and reduced client satisfaction.
For people in the area, losing advanced services will make it harder to get beauty treatments, bring fewer customers to nearby businesses, and make the salon less of a social and culture hub (Putnam, 2000). Clients may experience longer wait times, higher prices, and a reduced service menu, impacting loyalty and satisfaction. For the whole group, including owners, investors, and suppliers, the financial effects could include lower profits, fewer chances to grow, and reputational risks if the company is seen as not following the rules or going downhill (Freeman, 2010). Collectively these impacts highlight that the licensing mandate is not merely a compliance issue but a multifaceted challenge affecting operational stability, stakeholder relationships, and long-term organisational sustainability.



[bookmark: _Toc682284952]2. Analyse the Problem – Data Gathering & Root Cause Analysis 

[bookmark: _Toc995959804]2.1 Data Collection & Analysis Methods

To thoroughly understand the challenges associated with the introduction of the Special Treatment Licence it is first paramount that we understand the complexity of the problem. Although on the surface this can be mistaken for an upskilling/training issue, it quickly reveals itself as a complex problem with many layers.  To fully analyse and gain the correct data a combination of methods has been applied, Initial information gathering involved brainstorming & mind mapping sessions to identify perceived barriers, potential risks, and operational concerns and was followed by utilising the 5 whys technique  and additionally the (Ishikawa)Fishbone method to assist in identifying the root causes. Direct observations of the salon’s physical layout and facilities were also to assess feasibility in meeting the required changes, while staff feedback offered valuable perspective on service disruptions and price sensitivity. 

[bookmark: _Toc294442895]2.2 Brainstorming 
Brainstorming is a way to come up with a lot of ideas quickly while fixing a problem creatively (Osborn, 1953). During this brainstorming exercise the focus was to produce as many ideas as possible without immediately judging or criticising them which encourages free thinking and creativity. Outlandish and unconventional ideas were welcomed, included and encouraged to help build on suggestions that can often help lead the way to innovative solutions that might not have emerged otherwise. It is common to use brainstorming to fix problems, plan strategies, or come up with new products in business, education, and creative projects. You can do it individually or within a group. It is effective as it brings out everyone's creativity and allows different points of view come out, and often finds solutions that traditional, linear thought would miss.

[bookmark: _Toc1511322960]2.3 Mind Mapping    
The Mind Mapping method was included in the analysis of this complex problem following directly on from the brainstorming session to order thoughts visually and in a more structured way.  It started with our complex problem in the centre and draws out to related subtopics and more information. Buzan and Buzan (1993) introduced mind mapping as a structured method of organising thoughts and ideas. It is now easy to identify how these ideas are related and organised. This method assisted in the problem solving and timeline planning. A systematic review by (Kefalis et al., 2025) reported that mind maps significantly assist information organisation and enhance problem-solving skills in STEM education—usually by applying using quasi-experimental designs and pre/post assessments. 
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[bookmark: _Toc1338391786]2.4  The 5 Whys 
The 5 Whys method is a technique to problem solve mainly to identify the root cause of a problem Card (2016). It repeatedly asks the question “Why?” five times, every time the following question is based on the answer to the previous question resulting in a hierarchical flow of responses. It is argued by (Liker, 2004) that Sakichi Toyoda developed the 5 Whys technique to identify root causes in manufacturing as this process assists in removing superficial symptoms to uncover the underlying issue. It is now widely utilised in business, healthcare, and quality improvement including in the NHS, because it is simple yet effective and helps prevent problems from recurring by addressing their true cause rather than just the immediate effects (NHS England, 2015).
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[bookmark: _Toc1927064247]2.5 Ishikawa (Fishbone) Diagram
The Ishikawa/Fishbone Diagram (Ishikawa, 1986) was used to identify, analyse and organise the potential causes of our specific problem or effect. Effectively looking into all the things that could be causing a problem, like people, processes, materials, tools, or the environment, was helpful. By visually mapping these causes, it makes complex problems easier to understand and highlights root causes, rather than just symptoms. This technique is often used in healthcare, corporate problem-solving, and quality improvement to help people make decisions and stop problems from happening again. This strategy was used to help figure out what measures and changes are needed to be granted this license.
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[bookmark: _Toc1975136634]2.6 Summery of findings
The analysis highlights several interrelated criteria are the primary risk of not receiving the new Special Treatments Licence. First, there are concerns about equipment compliance, current machinery does not satisfy the new requirements and needs to be upgraded or maintained, which could be delayed by wait times from suppliers. Secondly, staff qualifications and training present a challenge, as some team members lack the required certifications, training has not yet been scheduled, and there may be resistance or operational constraints affecting attendance. A further contributing factor is the lack of early planning and budget allocation, which could possibly delay both equipment upgrades and staff training. Additionally, there are compliance issues because of the delayed roll out of the new licence requirements by Swansea Council adding stress which could cause errors or delays in documentation and inspection readiness. Finally strict licence application deadlines add significant time pressure on business owners making the coordination of all necessary action's upgrades, training, and inspections more of a challenge. Amalgamated these issues increase the risk of failing to obtain the licence, which could ultimately lead to service disruptions and the loss of staff


[bookmark: _Toc2123162958]3. Generate a Range of Alternative Solutions
[bookmark: _Toc262810931]3.1 Alterative solutions 
Based on the identified root causes several solutions could address the risk of failing to obtain the new Special Treatments Licence. One possible solution is to prioritise equipment upgrades immediately by sourcing compliant machinery from multiple suppliers to reduce lead time risks. This would require a significant upfront budget, but the salon already has some reserve funds and could explore short-term financing. The main barrier would be the availability of technology within the required timeframe, but the strength of this option is that it directly addresses compliance; its weakness is the high cost and potential delivery delays. 
A second solution is to implement an accelerated staff training programme, working with accredited providers who offer flexible scheduling or online modules. Human resources are available, but the constraint is taking staff off the salon floor without disrupting operations. The strength of this solution is that it closes the skills gap quickly, though it risks resistance from staff or burnout from balancing work and study, however this option may also result in staff being overwhelmed with the speed of training and not adequately digest the information resulting in poor understanding and failed exams and additional costs for resits.
A third solution is to establish a dedicated compliance project plan, assigning clear responsibilities, deadlines, and a monitoring process. This would require minimal financial investment but would demand time and commitment from existing staff. Its strength lies in improved organisation and accountability, but its weakness is that without additional budget, other actions may still face delays. 
A fourth option is to hire a consultant with licensing knowledge to handle compliance preparation. Although this could guarantee professional advice and speedy implementation, the consulting cost would be the drawback, and there might be a chance of becoming overly dependent on outside assistance.
Lastly, a hybrid approach that combines internal planning with partial outsourcing may save burden and expenses. Here, effectively coordinating both internal and external activities would be the problem.



[bookmark: _Toc499493030]4. Evaluate Solutions Using Decision-Making Techniques 

[bookmark: _Toc471838525]4.1 Evaluate Solutions 
To meet the new Special Treatments Licence requirements, three possible solutions were considered (1) Upgrading equipment, (2) Providing staff training and qualifications, and (3) Engaging early with the licensing authority. These were assessed using a simple decision matrix and a cost-benefit approach. 

[bookmark: _Toc549476979]4.2 Grid Analysis 
Every solution was scored against key criteria these were cost, time, compliance impact, risk reduction, and sustainability. Staff training scored the highest overall (85 points) against equipment upgrades (67) and licensing engagement (69). Training stands out because it not only ensures compliance but also reduces the risk of losing staff, boosts morale, and creates long-term benefits. 
See appendices FIG 1 for weight factor breakdowns 

[bookmark: _Toc1476253128]4.3 Decision Matrix
	Solution
	Cost (3)
	Time (2)
	Impact (5)
	Risk Reduction (5)
	Sustainability (3)
	Total Score

	Equipment Upgrades
	3 (9)
	3 (6)
	4 (20)
	4 (20)
	4 (12)
	67

	Staff Training
	4 (12)
	4 (8)
	5 (25)
	5 (25)
	5 (15)
	85 

	Licensing Engagement
	5 (15)
	5 (10)
	3 (15)
	4 (20)
	3 (9)
	69


 
[bookmark: _Toc1470947381]4.4  Cost-Benefit Analysis
	Option
	Estimated Cost
	Benefits
	Constraints / Risks

	Equipment Upgrades
	£10,000 – £20,000
	- Ensures compliance with equipment standards
- Improves service quality
- Attracts new clients through upgraded technology
	- High financial outlay
- Potential downtime during installation
- Dependent on supplier delivery timelines

	Staff Training
	£2,000 – £5,000
	- Directly ensures compliance
- Improves staff skills and confidence
- Reduces risk of staff leaving
- Builds customer trust and loyalty
	- Time off needed for training
- Scheduling challenges
- Possible resistance from staff

	 Engagement
	Minimal (application fees, admin time)
	- Reduces errors in application
- Ensures smoother inspections
- Provides clarity on requirements
	- Limited impact if staff or equipment gaps remain
- Dependent on responsiveness of council



[bookmark: _Toc712158083]4.5 Ratios and Scoring
When comparing benefits to costs, licensing engagement looked most efficient, but it cannot stand alone. Staff training provided the strongest balance of benefits, costs, and long-term impact.

[bookmark: _Toc1914248848]4.6 Best Solution
According to the analysis, the best cause action is staff training and qualifications, which are then closely followed by progressive equipment updates and frequent communication with Swansea Council licensing authority. The primary compliance risk is directly addressed by training, which also guarantees that the salon retains its employees while adhering to the newly placed legal obligations. The salon can manage expenses, lower risks, and create a more sustainable future by integrating training with regulator communication and gradual equipment upgrades.








[bookmark: _Toc2038876207]5. Develop a Detailed Plan for Implementing the Solution 

[bookmark: _Toc1902190006]5.1 Detailed Solution Implementation Plan
Following the evaluation, the chosen solution is Staff Training and Qualifications, supported by engagement with the licensing authority and phased equipment upgrades. This approach directly addresses the compliance risk while balancing costs, time, and long-term sustainability.
[bookmark: _Toc1088750120]5.2 Implementation Plan
Initial Planning and Preparation (Week 1)
The first stage involves confirming the details of the new licence requirements with the local council followed by the review of existing staff qualifications and identifying any training gaps. This will be led by the Salon Manager who can review staff records and use council guidelines as key points of reference. The success of this stage will be measured by the production of a clear Training Needs Analysis (TNA), which will be used as the foundation for all following activities.
[bookmark: _Toc33230608]Select Training Providers (Week 2)
In the second week, the Manager will research local accredited training providers and run cost comparisons followed by booking appropriate courses for staff. The resources required include a training budget of approximately £2,000–£5,000, access to online research tools and contact with potential providers. Successful completion of this stage will be demonstrated by confirmed course bookings with accredited providers.
[bookmark: _Toc1321485819]Implement Staff Training (Weeks 3–6)
During Weeks 3 to 6, staff will attend training courses and complete assessments needed for them to obtain the necessary certifications. Resources for this stage include staff time, training materials, and course fees. The success criteria are that 100% of staff achieve the required qualifications, ensuring compliance with licensing requirements.
[bookmark: _Toc569437520]Engage with Swansea Council (Weeks 2–6)
Alongside training engagement with the licensing authority will take place from Week 2 to Week 6. Activities will include submitting the licence application, maintaining communication with the authority, responding to queries, and preparing for inspections. This stage requires a large amount of administration ranging from payment of application fees and compliance documentation. Success will be measured by timely submission of the application and formal approval by the authority.
[bookmark: _Toc171956796]Phased Equipment Upgrades (Weeks 4–7)
Between Weeks 4 and 7 new equipment will be ordered, installed and tested. This stage requires a significant financial resource, estimated at £10,000–£20,000, alongside supplier and staff input. Success will be demonstrated when all equipment meets compliance standards before the inspection.
[bookmark: _Toc88643230]Final Compliance Check (Week 8)
In the final stage, an internal audit will be carried out against the licensing checklist and any outstanding gaps will be addressed. This will involve the Salon Manager, staff and all compliance documentation. The success criteria are that the salon is fully inspection-ready by the end of Week 8, ensuring compliance with all licensing requirements.

[bookmark: _Toc867488937]5.3 Implementation Gantt Chart – 8 Week Plan
	Task
	Owner
	W1
	W2
	W3
	W4
	W5
	W6
	W7
	W8

	Confirm requirements 
	Salon Manager
	🟦
	
	
	
	
	
	
	

	Select training providers
	Manager
	
	🟩
	
	
	
	
	
	

	Staff training
	Staff/Trainer
	
	
	🟨
	🟨
	🟨
	🟨
	
	

	Licensing authority engagement
	Manager
	
	🟧
	🟧
	🟧
	🟧
	
	
	

	Equipment upgrades
	Manager/Supplier
	
	
	
	🟪
	🟪
	🟪
	🟪
	

	Final compliance check
	Manager
	
	
	
	
	
	
	
	⬛




[bookmark: _Toc1605807668]5.4 Contingency Planning
[bookmark: _Toc1050155425]Risk Register
	Risk
	Impact
	Likelihood
	Mitigation Strategy

	Staff resistance to training
	Medium – could delay training completion
	Medium
	Communicate benefits clearly, schedule flexibly, and provide incentives to encourage participation.

	Supplier delays in equipment delivery
	High – may prevent compliance by inspection date
	Medium–High
	Place orders early, identify alternative suppliers, and prioritise delivery of critical items.

	Licence application delays
	High – risk of not meeting compliance deadline
	Low–Medium
	Submit application well before the deadline and maintain regular contact with the council.

	Training overlap with client bookings
	Medium – service disruption and reduced revenue
	Medium
	Adjust staff rotas and use staggered training schedules to minimise downtime.







[bookmark: _Toc1894033294]6. Communication Plan & Stakeholder Engagement 
[bookmark: _Toc1196769968]6.1  Stakeholders

[bookmark: _Toc1123552917]Internal Stakeholders
1. Salon Owner 
Interest - Ensuring the business remains compliant while avoiding fines and delays while still being able to offer all treatments.
Why Keep Informed – Company Owner, decides budgets, resource allocation as well as purchases, training and employment.
2. Salon Staff / Therapists
Interest: Job security, career development and ability to legally perform treatments.
Why Keep Informed: Directly involved in training and operational changes as well as having existing relationships with clients that are essential to cashflow. Keeping staff informed reduces risk of them looking for work elsewhere.
3. Reception 
Interest: Maintaining smooth scheduling and customer satisfaction during any operational changes.
Why Keep Informed: Required to manage client expectations and adjust bookings around training / equipment upgrades.
4. Accountant
Interest: Managing the business accounts and budget for upgrades, training, and application fees.
Why Keep Informed: They must keep on track of all costs, process payments.

[bookmark: _Toc693164127]External Stakeholders
1. Local Licensing Authority /  Swansea Council
Interest: Ensuring salon meets legal and safety standards for special treatments.
Why Keep Informed: Timely communication can help support an efficient application process and ensures compliance with the latest regulations.
2. Training Providers / Accreditation Bodies
Interest: Delivering required qualifications and certifications.
Why Keep Informed: Required to coordinate training schedules and confirm course content meets licensing standards.
3. Equipment Suppliers 
Interest: Providing compliant equipment, maintenance, and upgrades.
Why Keep Informed: Early updates on delivery timelines, specifications, and installation dates prevent delays.
4. Clients / Customers
Interest: Continued availability of their preferred treatments, safety, and quality of service.
Why Keep Informed: Clear updates build trust, manage expectations, and maintain loyalty during times of change.


[bookmark: _Toc1634611530]6.2  Communication Plan

	Stakeholder
	Who Will Communicate
	When
	How (Channel)
	What Will Be Communicated
	Schedule

	
Salon Owner 
	Salon Owner
	
Project start, key milestones, completion

	
Face-to-face meetings, email summaries

	
Progress against compliance plan, budget updates, risk/issues

	
Weekly in-person meeting and monthly written 
progress report


	Salon Staff 
	Salon Owner
	Before training, after training, on key updates
	Team briefings, WhatsApp group, training handouts
	Training schedules, equipment changes, operational adjustments
	Weekly 15-min staff briefing and regular WhatsApp updates

	Receptionist
	Salon Owner
	Before booking changes, after training schedule confirmed
	Face-to-face, email
	Appointment changes, client communication scripts
	As needed can also be added to weekly staff meeting

	Accountant
	
Salon Owner

	
Budget approval, expense reporting
	Email, shared spreadsheet
	Training costs, equipment invoices, application fees
	2 weekly cost update report

	

Swansea Council
	
Salon Owner
	Application submission, inspection scheduling
	Email, official forms
	Application documents, compliance evidence
	At application stage and also as requested by Council


	
Training Providers
	Salon Owner
	Before booking, post-completion
	Email and phone
	Course bookings, attendance records, certification proof
	Per course booking and completion

	Equipment Suppliers 
	Salon Owner
	Order confirmation, delivery scheduling
	Email and phone
	
Equipment specs, delivery dates, installation requirements
	Pre ordered with follow-up confirmation

	Clients / Customers
	Salon Owner
Receptionist
	Before service interruptions, after compliance achieved
	Social media, email newsletter, website notice
	Service availability, safety assurances
	One month before changes and reminder one week before






[bookmark: _Toc488268596]7. Monitoring & Review Techniques
Effective monitoring and reviews are essential and needed to ensure successful implementation of the Special Treatments Licence compliance plan. We will monitor progress utilising the earlier developed Gantt chart which provides a rolling schedule of all key activities. The chart will act as a benchmark that progress can be measured, helping to identify delays or overlaps. Regular progress reviews held weekly by the Salon Manager that will include updates being provided by staff, training providers, and equipment suppliers will allow issues to be identified swiftly and ensure all stakeholders remain informed and accountable for their responsibilities. 
Key performance indicators (KPIs) will be established to measure success at each set point. For example, the completion of staff training bookings by Week 2, 100% of staff qualifications achieved by Week 6, licensing application submitted by Week 3 and equipment upgrades fully installed by Week 7. By monitoring these KPIs we create real time checkpoints, allowing the manager to confirm whether the project remains on track.
Any discrepancies between plan and real time events will be addressed through immediate corrective actions. For example, if supplier delays are identified the salon will use its contingency plan and sauce alternative equipment. If training attendance doesn't meet timelines then additional online training can be included to bring learning back to schedule. Also weekly briefings for staff to offer feedback so that problems can be identified and corrections made quickly. This ongoing conversation makes sure that problems aren't ignored and that swift resolutions are made. 
Early detection is paramount in identifying risks or delays early on prevents minor issues from escalating. By continuously monitoring KPIs and reviewing progress against the Gantt chart, the salon can alter strategies, adjust resources to keep the project on track.  Overall structured monitoring and review processes provides the ability and flexibility needed to achieve compliance efficiently.
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[bookmark: _Toc1072600683]Appendices

[bookmark: _Toc886413750]FIG 1 – Weight factor breakdown
Each section was set with an individual importance as some factors matter more than others. For example impact on compliance and risk reduction are critical so they were awarded the highest weight of 5, while less critical factors like cost or sustainability were given smaller weights of 2 or 3. Each solution was then scored from 1 to 5, where 1 means poor, 3 means average, and 5 means excellent. For instance, staff training is less expensive than buying new equipment, so it scored 4 out of 5 for cost. To reflect importance, the score for each criterion was multiplied by its weight, meaning that important areas such as compliance have a bigger effect on the total. For example, staff training’s impact score of 5, with a weight of 5, gives 25 points. Finally, the totals were added up, and the solution with the highest overall score was identified as the strongest choice.
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5 WHYS

Why might the salon not get the licence?
As it has not yet met all the requirements
set by the new regulations.

Why have upgrades and training not been
scheduled or funded?

As the business owner and staff have not
yet attended the required training due to
short notice and poor planning of the local
authority advising businesses of the

changes.

Why has it not met all the requirement:
Because the current equipment does not
meet the updated legislation and some
staff do not have the required training or
qualifications.

Why is the equipment non-compliant and
staff unqualified?
Due to this new licence being recently
announced, upgrades and training have
not yet been completed.

Why has there been no clear plan?
Because there was a delay
companies fully understanding the
new licence requirements and the
cost/time implications when they were
announced.
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