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[bookmark: _Toc207539772]Section 1: Introduction and Definition of Complex Problem 
[bookmark: _Toc207486042]The complex problem is the high rate of missed appointments and short-notice cancellations, which leads to operational inefficiency, financial loss, and reduced customer satisfaction in the salon. Clients frequently cancel appointments at short notice, often on the same day, making it difficult to rebook the spaces.  Ultimately, the business owner would take responsibility for the problem, as they are responsible for implementing a cancellation fee and for staff working hours and resource allocation. This assignment will analyse the problem, propose alternative solutions, and select the most appropriate outcome for implementation. 
Missed appointments cost the hair and beauty industry an estimated £1.2 million annually, according to some sources Direct (2020). According to a survey, 44% of women between the ages of 18 and 29 reported cancelling a hair treatment that they had previously scheduled Pressat (2020). These figures illustrate the financial and operational significance of client non-attendance, highlighting the necessity of addressing this issue in a structured and strategic manner.
Why does it need solving?
Operational Disruption: Stylists are often left without work, resulting in reduced productivity. Cancelled appointments cannot always be filled.
Financial Loss: Lost revenue.
Customer Experience Risk: Loyal customers may struggle to schedule an appointment with a specific stylist, which can impact staff morale.
[bookmark: _Toc207486043][bookmark: _Toc207539773]Who is affected and Impact?
 Customers may not be aware of the impact that missed appointments has on the business. They may have difficulty rebooking, especially at peak times, as missed appointments limit availability. 
Stylists lose out on commission, and it can affect productivity. 
Salon Owner will suffer financial losses. 

Salon's repetition. No-shows for appointments can damage the salon's reputation by generating negative reviews and possibly turning off potential new customers.

Team morale can suffer when there is pressure to manage schedule changes to fill available slots, 

Implementing strategies to reduce the cancellation of appointments and missed appointments will improve the fulfilment rate, improve staff morale, and help a thriving business. The salon plans to spend £1000 on system upgrades, staff training, and communication over three months, aiming to minimize disruption to operations and ensure minimal disruption to the booking system.
[bookmark: _Toc207486044][bookmark: _Toc207539774]Section 2: Analysing the Problem
[bookmark: _Toc207486045]Checking the data from our system, we have had 23 missed appointments for August 2025. Therefore, it is important to implement measures to determine the most financially effective approach for the business.
Using different methods of brainstorming leads to creative thinking, gives everyone a voice, and builds trust. I have used Kelley & Kelley (2013), Ishikawa's (1986) Fishbone Analysis, and the 5 Whys Ohno (1988) to identify the root causes.
Brainstorming – Kelley & Kelley (2013)
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Fishbone Analysis – Ishikawa (1986)

I have used Ishikawa's Fishbone Analysis to identify possible root causes of the problem, as in the diagram below.
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5 Whys Method – Ohno (1988)
In my search for possible root causes, I have used the 5 Whys (Ohno, 1988) method.
         1. Why are clients missing their appointments? 
Due to forgetfulness or lack of commitment to the appointment.
          2. Why do they feel uncommitted or forget? 
Because there is no deposit to ensure commitment, any communications, such as reminders, may come off as generic or impersonal. 
            3. Why is that? 
Because the current reservation system does not facilitate reminders with the kind of personal emotional weight required and does not require a deposit. 
             4. Why would it not? 
Because it currently does not support the kind of messaging that would comply with GDPR and secure payment processing.
5. Why hasn't the system been updated?
Because the salon has not set aside a budget or training for the implementation and system upgrades.
The following root causes have been identified based on the analysis above.
[bookmark: _Toc207539775]Root Causes of Missed Appointments
With the quantitative data taken from the different methods of brainstorming, a thorough understanding of the root causes is identified. An evidence-based approach will help make productive decisions and better manage resources targeted at reducing cancellations and missed appointments at our hair salon:
1. No clear cancellation policy: This leads to repeated missed appointments and financial loss.
2. No penalties for missed appointments or delayed cancellations: The absence of charges or fees has made clients not care about being held accountable for their commitments.
3. Inadequate reminders and communication: Clients can miss their appointments or feel less responsible if they are not provided with personalised reminders or communications about the necessity of attending their appointments.
4. No commitment due to lack of advance deposits: Because clients make no financial commitment when they schedule appointments, they may not feel obligated to attend.
5. Limited availability of alternative appointment slots: Clients might cancel their appointments if they cannot easily find alternative time slots that better fit their schedules.
[bookmark: _Toc207486047][bookmark: _Toc207539776]Section 3: Alternative Solutions
[bookmark: _Toc207486048][bookmark: _Toc207539777]Booking deposits
Initiate the Booksy appointment confirmation policy of small prepaid booking deposits, have very clear authorized communication across all channels, have a branding rollout, set options for loyalty clients, and ensure legality and emotional connections at all levels. A clear policy must be designed and branded across all channels used for advertising to promote the salon. Deposits should feel like a commitment, not a downside. A clear message helps build trust.
Achieve 100 percent of full employee training on deposit handling and refund processes within 3 weeks; keep client conversion rates above 80 percent post-launch; reduce no-shows by 30 percent within three months. 
Enable deposits in Booksy with a 4-week Integration. Develop and distribute branded materials on the policy in every advertising channel for 2 weeks before launch.  First-time clients and loyalty-based clients could be offered a free trial of the new policy. 
This will support the salon in its objective to achieve excellent customer service, financial sustainability, and service delivery. Establishing firm commitments from clients without undermining trust or flexibility. Pre-payment in UK law requires procedural standard and fairness, alongside a clinical, legally sound cancellation policy. Staff would have to be trained to track deposits, disburse refunds, and handle customer exceptions.

Two weeks would be needed to finalise the policy and legal review, and the launch of the deposit systems after 6 weeks, with monitoring of client feedback and booking data monthly. Conversion rates, customer feedback, and financial impact would be evaluated after 3 months.
Deposits are more productive than late fees as they show commitment before the appointment rather than charging them afterward.  Unlike personal reminders, deposits can create a barrier to attracting new customers.
[bookmark: _Toc207486049][bookmark: _Toc207539778]Personalised reminders 
The system needs updating to enable personalized messaging, GDPR compliance, and secure data handling. Consistency and privacy are crucial, with an Opt-Out Option for customer control. The main purpose of the upgrade is to strengthen emotional relationships and remind users consistently. 
Introduction of GDPR compliance information in SMS is advised to meet the target of 30% reduction in appointment cancellations within the first 3 months. Cancellation fees are monitored every day, along with opt-out rates to measure how well reminders are performing so that income can be increased through it.
 In case automation has not been figured out, then a manual reminder workflow will be initiated, incorporating time-saving scripts and templates. Select and set up a compatible system, including the templated message formats, within 6 weeks. 
The real advantage of personalization in messaging is that it is emotionally engaging and helps in increasing revenue, thereby being not too far away from the determination for operational clarity. 
Conduct a total system assessment and establish budget forecasts within two weeks; pilot messaging campaign within eight weeks; track monthly cancellation rates and client feedback; undertake a full-impact assessment after three months. 
There is no financial penalty for personal reminders, but it entails system upgrades and compliance with GDPR. This solution might just cost the least of all available options. 
[bookmark: _Toc207539779]Cancel window and late fee
A policy will define what late cancellations and fees are, allowing for cancellation within 24 hours, and applying a small fee. Empathetic communication will be needed, and loyalty-based exemptions or grace periods should be considered.
100% staff understanding with training and a quiz. Reduce the cancellation of appointments by 30 % within the first 3 months. Customer surveys will also be carried out, aiming to maintain client satisfaction above 80% after the cancellation and late fee have been put in place.
The system needs updating for secure payments, staff training, monitoring cancellation rates, and client feedback to balance late fee payments with client retention, while balancing income and cash flow.
Modify the reservation system to securely process late fee payments in month 1 and complete all staff training and address any concerns.
Support business goals of improved cash flow, protection of staff time, and operational efficiency. Launch within 2 weeks and conduct a formal review after 4 weeks to check the effectiveness of the new system.
Most clients misconceive consignment delivery fees as penalties for something outside their control. Existing attenders find it uncomfortable charging someone; the application of automated systems could track cancellations effectively. 
The above solution does protect the income of the business, but because it is not due to reminders and deposits, it has the potential to make clients feel that they are not trusted. As there are no GDPR issues, it can be simpler but more sensitive than deposits when it comes to customer loyalty
[bookmark: _Toc207539780]Do Nothing
This exposes the salon to ongoing financial losses from missed appointments, but it also avoids expenses and customer resistance.
[bookmark: _Toc207486051][bookmark: _Toc207539781]Section 4: Evaluate Options Using Decision-Making Techniques
[bookmark: _Toc207539782] Grid Analysis, Hillier & Hillier (2007), is useful when comparing multiple options across weighted criteria, balancing qualitative and quantitative information.

	Factors
	Cost
	Availability
	Existing Policy
	Implementation 
	Staff Buy-in 
	System Updates
	 
	 
	TOTAL

	
	Weights 1-5            (1 worst - 5 best)



	5
	4
	0
	5
	3
	5
	 
	 
	Before weights
	After weights

	
	Options



	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Cancel window
And a late fee
	5      25
	5     20
	 0     0
	4     20
	5     15
	4     20
	 
	 
	23
	100

	Personalised 
Reminders
	4     20
	2     8
	0     0
	4     20
	5     15
	3     15
	 
	 
	18
	78

	Booking Deposit
	5     25
	3     12
	 5     5 
	5     25
	5     15
	5     25
	 
	 
	29
	107

	Forgot Appt
	2     10
	 4     16
	0     0
	3     15
	 2     9
	3     15
	 
	 
	14
	65



The grid analysis gives quantitative and qualitative data. Taking a booking deposit has the highest score overall, and personal reminders came second.  Late fees meet with staff opposition; therefore, the best option and potential financial gain is taking deposits. It will improve staff availability and resource planning, as this is important in the service industry with limited slots. The reasons for taking deposits and implementing them are below. 
1. Financial commitment: When customers pay a deposit to make an appointment, they are in a better position to take their commitment seriously. Not only does it make them think twice about their schedules, possibly resulting in fewer last-minute cancellations and no shows.
2. Aligning with business goals: The use of a deposit booking system will ensure part of the service cost upfront, thus increasing salon revenue. In addition to that, it also shows a commitment to excellent customer service by getting the appointments filled and ensuring clients get the services they want.
3. Compatibility with existing systems: Most systems of salon booking software have deposit features, which can then be added into booking processes pretty seamlessly.
4. Cost savings: Taking deposits may be more economical and less costly compared to other costs, such as upgrading the entire booking system or spending a lot on marketing campaigns. It helps increase the revenue in some future period due to the reduction of cancellations and no-shows.
5. Implementation simplicity: Because it is just informing clients about the new deposit policy and quickly integrating it into the booking software, staff are trained on the new processes more effectively.
6. Industry practice: It is a widely known fact that several hair salons and other service-based businesses are already taking deposits for booking appointments and cancellations.
Overall, the decision of whether or not to implement deposits has received the approval of both grid analysis and cost-benefit analysis, in that it is congruous with industry practices and meets the salon's objectives concerning financial sustainability and customer service.
[bookmark: _Toc207539783]Cost-Benefit Analysis Yates (2000) 
Cost-benefit analysis (Yates, 2000) helps evaluate the long-term financial viability, indicating that taking deposits would return a 10.4:1 return on investment.  The model presented below shows the effect of introducing the deposit system over 5 years. The cost-benefit analysis is based on the following quantitative data using assumptions: 240 bookings/month; £10 deposit; £0.57 processing fee; 60% reduction in no-show losses from baseline of £7,440/year.
Reduced No-Show Losses (60% reduction from £7,440) to £4,464
	     Cost-Benefit Analysis
                                                                            
	 
	 
	Year 
 
	 
	 
	Annual Costs Total

	 
	1
	2
	3
	4
	5
	 

	 
	 
	 
	 
	 
	 
	 

	 Monthly software cost
	78
	78
	78
	78
	78
	390

	
	
	
	
	
	
	

	Payment Processing Fees (£0.57 × 240)
	136.80
	136.80
	136.80
	136.80
	136.80
	684

	Client Resistance (lost bookings)
	310
	310
	310
	310
	310
	1,550

	Legal/compliance/Set up
	 200
	30
	30
	30
	30
	320

	Marketing/Training 
	300
	50
	50
	50
	50
	500

	
	
	
	
	
	
	

	Total Cost 
	1,024.80
	604.80
	604.80
	604.80
	604.80
	3,444

	 
	 
	 
	 
	 
	 
	 

	Annual Benefits 
	Year
	Total

	 
	 
	 
	 
	 
	 
	 

	 
	1
	2
	3
	4
	5
	 

	Reduced No-Show 
Losses (60% reduction
 from £7,440)
	4,464
	4,464
	4,464
	4,464
	4,464
	22,320

	Deposit income (240 × £10)
	2,400

	2,400

	2,400

	2,400

	2,400

	12,000

	Improved staff productivity
	300
	300
	300
	300
	300
	1,500

	
	
	
	
	
	
	

	Total benefits
	7,164
	7,164
	7,164
	7,164
	7,164
	35,820




            Benefit-to-cost ratio = Total benefits = 35,820 = 10.4:1


			                            Total costs 3,444                                      
             Net annual benefit = annual benefit – annual cost
                            Year 1   7,164 - 1,024.80 = 6,139.20
                          Year 2    7,164 - 604.80 = 6,559.20
                              Year 3    7,164 - 604.80 = 6,559.20
                                 Year 4    7,164 - 604.80 = 6,559.20
                                 Year 5    7,164 - 604.80 = 6,559.20
                          
        Net annual benefit = total benefits – total costs =   35,820 – 3,444 = 32,376
                                                          5 
                                                  = 6,475.20 Average                                  
        
The results show that even in year 1 the deposit system would generate £6,475 profit. The grid analysis and cost-benefit analysis findings reinforce that taking deposits is the most effective.                                                                                                                
[bookmark: _Toc207486053][bookmark: _Toc207539784]                                                                                                                                                                                  Section 5: Detailed Implementation Plan 
A Gantt chart Kerzner (2017) 
A Gantt chart adapted from Kerzner (2017) provides step-by-step plan for implementing the process of taking deposits in the salon. 

	Tasks
	Week 1 
	Week2
	Week 3 
	Week 4 
	Month 1 
	Month 2 
	Month 3 

	Cancellation Policy and Fee Structure. Draft customer communications. Configure the deposit booking system and test.
	
	
	
	
	
	
	

	Communicate Policy to Customers
	
	
	
	
	
	
	

	Update Booking System
	
	
	
	
	
	
	

	Train Staff
	
	
	
	
	


	
	

	Monitor Effectiveness. Missed appointments. Staff confidence with new software. Financial performance.

	
	
	
	
	
	
	



Breakdown of the Adapted Gantt Chart from Kerzner (2017)  
Note. Adapted from *Project management: A systems approach to planning, scheduling, and controlling* (12th ed.), by H. Kerzner, 2017, Wiley.
 The second to the fourth week will be very busy, as there are three overlapping tasks. Therefore, coordination and clear communication across staff will be essential.
 Week three sees the end of the major turning point and the peak in policy finalisation, systems updating, and customer communication activity.
 Engaging Stakeholders: Customers are integrated into the policy as systems and people begin to align. 
 Staff training is done for two months, which allows feedback and follow-through.
 Early Monitoring: In effect, tracking starts in Month 1, which allows for fast adjustments, and any customer feedback can be updated into the deposit system.
[bookmark: _Toc207486054]When the deposit system is in place, this will provide financial stability for the business as it will reduce missed appointments and increase staff productivity.  
[bookmark: _Toc207539785]Section 6: Communication Plan to Stakeholders
Customers: Ease of booking and refund processes, they also like to feel valued.
Staff: The specifics of the new policy are made clear to the staff, which gives them confidence to deal with customer complaints about the new process. 
Salon owner: It greatly reduced financial losses due to missed appointments and increased the efficiency of staff and business. 
Local Community Referrals: Continued positive reviews from the community and trust in the salons, and it remains accessible and friendly.
Software Provider: Support and maintenance for the new deposit system. 
[bookmark: _Toc207486055][bookmark: _Toc207539786]Communication Plan
The communication plan below outlines the methods, timing, and responsibilities for engaging all stakeholder groups. All communication and training will be coordinated by the Salon Manager and the management team
	Recipients
	Purpose of Communication
	Schedule
	What 

	Staff
	To introduce the rationale and the policy changes.
	Week 1 
	Staff meeting. 

	
	Monitor implementation and morale
	Week 3
	Follow-up meeting, one-to-one review

	
	Share feedback and review the impact
	After Launch. Ongoing support.
	Follow-up meeting, one-to-one review

	Clients
	Inform about new policies. 
	Week 2 
	Informative email announcement

	
	Reinforce understanding 
	Week 3
	Reminders on social media when booking

	
	Gather feedback
	Month 1 
	Email survey

	Salon Owner
	Talk about how to put it into action and how much it will cost
	Week 1 
	Meeting with all employees

	
	Look over the feedback and performance
	Monthly
	Team Meeting Once a Month

	Community
	Keep trust and encourage dependability
	 Week 4
	Email and social media post to refer someone

	Booking System Provider
	Discuss system needs and updates
	2 weeks pre-launch.
	Telephone Call



This communication plan ensures transparency, trust, and smooth implementation of the deposit system across all stakeholder groups.
[bookmark: _Toc207486056][bookmark: _Toc207539787]Section 7: Monitor and review Implementation
The progress of the deposit system will be monitored by using an action plan with colour-coded boxes, using green for on track, amber for nearly there, and red for not on track. 
[bookmark: _Toc207486057][bookmark: _Toc207539788]Action Plan
	Action Plan: Monitoring Progress of Deposit System Implementation

	Objectives
	Tasks
	Success Criteria 
	Time Frame
	Resources

	 Track reduction in No Shows
	Compare monthly no-show rates pre- and post-deposit system. 
	30% drop in no-shows within 2 months
	End of month 2
	Booking system reports and Salon Owner

	 Monitor customer satisfaction 

	Short surveys. Collect feedback at reception
	 No increase in complaints or negative reviews 
	End of month 1
	Surveys, feedback, forms

	 Ensure staff compliance and confidence 

	Team briefing and Q&A Session
	100% staff following compliance
	From the first day of training
	Monthly one-to-ones. Staff training materials

	Evaluate financial impact

	Compare revenue from deposits versus lost income 
	Clear return on investment
	Month 3
	Salon owner, financial reports

	Identify areas for improvement

	Hold monthly team meeting
	Take on board any feedback and adjustments made
	Month 1 onward
	Salon team 



The check-in events are set to be timed with the Gantt chart, the communication plan, and the action plan.  This keeps stakeholders updated, involved, and invested.
[bookmark: _Toc207486058][bookmark: _Toc207539789]Check-in 
Staff Check-in 
Week 1. To introduce the rationale and the policy changes. Team meeting and visual brief
Week 2. Review system updates and role-play. Follow-up meeting using flowcharts.
Week 3. Share feedback and refine approaches. Staff feedback form and question, and answer meeting.
Client Check-in.
Week 2. Initial announcement of policy. 
Week 3. Reinforce the message, social media, and face-to-face, if booking in salon reminders
Month 2.  Gather feedback and assess satisfaction.  Email survey and any reception notes
Salon owner. 
Week 1. Discuss the implementation and cost-benefit analysis. Strategy meeting and Gantt chart review.
Monthly. Review performance and stakeholder feedback. Dashboard presentation and discussion
Booking System Provider
Week 1. Technical requirements confirmed. Phone call and email.
Week 4.  Final test of the system, demonstration, and checklist review.
Community
Week 4. To promote professionalism and reliability. Posting on social media and sending out a referral email.
[bookmark: _Toc207486059][bookmark: _Toc207539790]How Problems or Delays Will Be Addressed
1. Early Warning Via Visual Tracking: The Gantt chart shows real-time rollout visibility. Color-coded progress bars-green, amber, red-indicate tasks at risk. The weekly check-in with staff and system providers calls attention to issues that can be addressed before they multiply.
2. Engage with stakeholders: Inform involved stakeholders through my communication plan at the right time.
- Staff: Short huddle showing updated visual plus a bit of reassurance.
- Clients: Nice email or social post communicating the delay and what is being done.
- Salon Owner: Revamped dashboard to highlight the effect and changed return-on-investment goals.
- Booking System Provider: Call or e-mail: realign timeline and support needs.
3. Scenario Planning for Contingencies: This might include manual booking workarounds, such as verbal or email confirmations, until the automated solution is ready.
4. Stakeholders Needed Reassurance: Acknowledge the inconvenience, and an explanation should be offered as to why and how it affected progress. An amended timeline with assistance and support should be discussed. By asking for their feedback, stakeholders will remain engaged and heard. 
5. Kit for responding to visual delays: Add delay icons and new dates to your rollout calendar. This is a private one-page document that explains: 
• What Is Late 
• Why Did This Happen
 • What Has Been Done 
• Who to Contact 
This will make sure that the deposit plan is fully carried out, that all parties are aware of and consulted about it, that any issues that come up are dealt with quickly, and that the system has the best chance of success and the biggest financial impact. 
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