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Salon & Spa Business Operations — Workbook

This workbook turns the course into action for your salon or spa. You will audit your appointment 
book and no-show leakage, build a retail prescription system, model and choose a compensation 
plan, and design a client journey that drives rebooking. Work through one section per module, then 
complete the action plan and fill in the included templates with your real numbers.

Engineering the Appointment Book
Diagnose your utilization, plug no-show leaks, and configure software so chairs and rooms stay full.

Worksheet: Per-Provider Utilization Audit
For each provider, record available service hours and booked service hours for one typical week. Compute 
utilization (booked divided by available) and flag anyone below 75 percent, separating prime time from off-
peak.
Provider name
__________________________________________________________________________
__________________________________________________________________________
Available service hours this week
__________________________________________________________________________
__________________________________________________________________________
Booked service hours this week
__________________________________________________________________________
__________________________________________________________________________
Utilization percentage (booked divided by available)
__________________________________________________________________________
__________________________________________________________________________
Off-peak hours that sat empty (Tue to Thu, daytime)
__________________________________________________________________________
__________________________________________________________________________
Average service revenue per hour
__________________________________________________________________________
__________________________________________________________________________
Estimated weekly revenue gained at 80 percent utilization
__________________________________________________________________________
__________________________________________________________________________

Exercise: No-Show Leakage and Policy Design
Estimate what no-shows and late cancellations are costing you, then design your layered defense. Be 
specific about thresholds and which clients face which rules.
• What is your current no-show plus late-cancellation rate, and how many service hours per week does it 
cost across all providers?
__________________________________________________________________________
• Which services or clients (new clients, large color, bridal, spa packages) will require a card on file or a 
deposit?
__________________________________________________________________________
• What notice window and fee will your cancellation policy use (for example 48 hours, 50 percent of service)?
__________________________________________________________________________
• How will you communicate the policy at booking, in confirmations, and on your site so it is never a surprise?



__________________________________________________________________________

Checklist: Salon Software Configuration
[  ]  Selected a platform matched to my size and segment (e.g. GlossGenius or Vagaro for small, Mindbody or 
Boulevard for a multi-room spa)
[  ]  Online self-booking enabled with real-time availability
[  ]  Automated reminders turned on at 48 and 24 hours with one-tap confirm
[  ]  Card-on-file and deposit rules set for high-risk and high-value bookings
[  ]  Add-ons displayed at online booking
[  ]  Prompted prebooking and automated rebooking reminders enabled
[  ]  Integrated POS, tips, and retail flowing into one client record
[  ]  Per-provider utilization and retail reports turned on and reviewed weekly

Retail and the Average Ticket
Build a retail prescription system, add high-margin service upgrades, and incentivize providers to sell.

Exercise: Retail Reframe and Prescription Script
Reframe retail as prescription, then draft the two-product recommendation each provider will make during 
the service for your most common client needs.
• What is your current retail-to-service ratio, and what would moving it to 15 percent add to annual revenue?
__________________________________________________________________________
• What are the three most common at-home needs your clients have (frizz, dryness, fading color, scalp), and 
the go-to product for each?
__________________________________________________________________________
• What is the exact sentence a stylist would say during the service to prescribe a product (observe, educate, 
demonstrate, recommend two)?
__________________________________________________________________________
• What objection do your providers have about retailing, and how will you reframe it as part of the service?
__________________________________________________________________________

Worksheet: Service Add-On Menu Builder
Design a short menu of high-margin add-ons for each core service. For each, set the price, the product cost, 
the extra time, and how the provider will offer it.
Core service (e.g. haircut, facial, manicure)
__________________________________________________________________________
__________________________________________________________________________
Add-on name (e.g. bond-building treatment, scalp treatment, gloss, paraffin dip)
__________________________________________________________________________
__________________________________________________________________________
Add-on price
__________________________________________________________________________
__________________________________________________________________________
Product cost of the add-on
__________________________________________________________________________
__________________________________________________________________________
Extra time required
__________________________________________________________________________
__________________________________________________________________________
How it is framed around the client's stated goal
__________________________________________________________________________
__________________________________________________________________________
Target attachment rate (share of services with an add-on)
__________________________________________________________________________
__________________________________________________________________________



Checklist: Retail System Build
[  ]  Retail shelf moved to eye level at reception and checkout with good lighting
[  ]  Testers added so clients can touch and smell products
[  ]  Product line trimmed to focused, fast-moving SKUs
[  ]  Retail tracked through POS with par levels and reorder points per SKU
[  ]  Back-bar and retail product tracked separately
[  ]  Retail commission set (commonly 10 to 20 percent of each provider's retail sales)
[  ]  Personal retail-to-service goal assigned to each provider
[  ]  Weekly retail-to-service board or dashboard posted and reviewed

Compensation Models That Pay Fairly Without Killing Margin
Compare the four pay models, model them against your margins, and build a retentive plan with a growth 
path.

Exercise: Choose Your Compensation Model
Weigh straight commission, hourly-plus-commission, booth rental, and a hybrid sliding scale against your 
stage, your local wage law, and how much control you want over standards and retail.
• What stage is your salon at, and which model best fits: established full-book stylists, newer stylists building 
a book, self-sufficient renters, or a growing service-focused team?
__________________________________________________________________________
• In your jurisdiction, must commissioned employees still be paid at least minimum wage for all hours worked, 
and how does that affect a pure-commission plan?
__________________________________________________________________________
• How much control do you need over brand standards, retail, and the client relationship (which booth rental 
gives up)?
__________________________________________________________________________
• Which model lets a beginner grow to top-earner without leaving to open their own chair?
__________________________________________________________________________

Worksheet: Single-Service Margin Model
Model the economics of one typical service under your chosen pay model. Subtract provider pay, back-bar 
product, and card fees to find the contribution that must cover fixed costs and profit.
Service price
__________________________________________________________________________
__________________________________________________________________________
Provider commission percentage and dollar amount
__________________________________________________________________________
__________________________________________________________________________
Back-bar product cost
__________________________________________________________________________
__________________________________________________________________________
Card processing fee (about 3 percent)
__________________________________________________________________________
__________________________________________________________________________
Contribution remaining (price minus the above)
__________________________________________________________________________
__________________________________________________________________________
Contribution as a percentage of price
__________________________________________________________________________
__________________________________________________________________________
Utilization level at which this model becomes profitable
__________________________________________________________________________
__________________________________________________________________________



Worksheet: Level Ladder and Total Package
Design a career ladder with a sliding service commission, plus the retail commission and tip handling, so the 
full package retains talent.
Level names (e.g. New Talent, Stylist, Senior, Master)
__________________________________________________________________________
__________________________________________________________________________
Service commission or price at each level
__________________________________________________________________________
__________________________________________________________________________
Revenue thresholds to move up a level
__________________________________________________________________________
__________________________________________________________________________
Retail commission percentage
__________________________________________________________________________
__________________________________________________________________________
How tips are paid out (speed, method, tax/payroll handling)
__________________________________________________________________________
__________________________________________________________________________
Non-cash retention offered (education, flexible scheduling, culture)
__________________________________________________________________________
__________________________________________________________________________

Checklist: Pay Plan Rollout
[  ]  Chosen a core model: straight commission, hourly plus commission, booth rental, or hybrid sliding scale
[  ]  Confirmed the plan meets local minimum-wage rules for all hours worked
[  ]  Modeled the plan on a typical service and confirmed it profits at realistic utilization
[  ]  Defined levels with published, earnable advancement criteria
[  ]  Added the retail commission to the package
[  ]  Made tip payouts prompt, transparent, and compliant
[  ]  Communicated the whole package to each provider in writing
[  ]  Scheduled a regular review of the plan as the business grows

Designing the Client Experience for Retention
Measure retention, design the consultation and environment, and make prebooking, loyalty, and reviews 
routine.

Worksheet: Retention Baseline and Touchpoint Map
Measure your retention, then rate each of the five touchpoints. Identify the weakest touchpoint that is costing 
you rebookings.
First-visit retention rate (share of new clients who return)
__________________________________________________________________________
__________________________________________________________________________
Established-client retention rate
__________________________________________________________________________
__________________________________________________________________________
Booking touchpoint rating (1 to 5) and biggest gap
__________________________________________________________________________
__________________________________________________________________________
Arrival and greeting rating (1 to 5) and biggest gap
__________________________________________________________________________
__________________________________________________________________________
Consultation rating (1 to 5) and biggest gap
__________________________________________________________________________
__________________________________________________________________________
Service and environment rating (1 to 5) and biggest gap
__________________________________________________________________________
__________________________________________________________________________



Checkout and rebooking rating (1 to 5) and biggest gap
__________________________________________________________________________
__________________________________________________________________________

Exercise: Standardize the Consultation
Write your salon's standard five-step consultation so every provider sets expectations the same way. Make it 
specific to your services.
• What open questions will every provider ask to understand the client's goals and routine?
__________________________________________________________________________
• How will providers honestly assess what is achievable and set expectations on result, time, maintenance, 
and cost?
__________________________________________________________________________
• Where in the consultation does the add-on recommendation fit, framed around the client's goal?
__________________________________________________________________________
• How will the provider confirm understanding so there are no surprises mid-service or at checkout?
__________________________________________________________________________

Checklist: Signature Experience and Cleanliness
[  ]  Beverage offered to every guest on arrival as a standard
[  ]  Every guest acknowledged within seconds of arrival, even when busy
[  ]  Scent, sound, and lighting set deliberately to match the brand
[  ]  Signature comfort touches defined (scalp massage at shampoo, warm towel, hand treatment while color 
processes)
[  ]  Stations, tools, and restrooms kept visibly clean throughout the day
[  ]  Wait times kept short with a plan for busy periods

Checklist: Rebooking, Loyalty, and Reputation
[  ]  Provider prescribes the next appointment interval at every checkout (color 5 to 6 weeks, cut 6 to 8, facial 
4)
[  ]  Prebooking made the standard close of every visit with a reminder
[  ]  Loyalty or points program, or a spa membership, launched
[  ]  Personalized post-first-visit thank-you and feedback request automated
[  ]  Lapsed-client re-engagement reminders set for overdue clients
[  ]  Review request sent with a quick link right after the visit
[  ]  Every review responded to, positive and negative
[  ]  Referral incentive rewarding both the referrer and the new guest is live

Your Action Plan
1.  Pull per-provider utilization for one week and target every chair toward 75 to 85 percent, 
focusing on filling off-peak weekday gaps
2.  Roll out automated 48 and 24 hour reminders, a card-on-file rule for high-value services, and a 
clear late-cancel policy to cut no-shows below 6 percent
3.  Select and configure salon software matched to your size, turning on online booking, 
prebooking prompts, and per-provider reporting
4.  Reframe retail as prescription, train the two-product recommendation during the service, and 
move the retail shelf to eye level with testers
5.  Build a short add-on menu for each core service and track attachment rate to lift the average 
ticket without raising base prices
6.  Set a retail commission of 10 to 20 percent and post a weekly retail-to-service board to push 
retail toward 15 percent of revenue
7.  Model your compensation on a typical service, confirm it profits at realistic utilization and meets 
minimum-wage law, and build a level ladder
8.  Make tip payouts prompt and transparent and communicate the full pay package to each 
provider in writing
9.  Measure first-visit and established retention, then standardize a five-step consultation and a 
short list of signature comfort touches



10.  Make prebooking the standard at every checkout, launch a loyalty or membership program, 
and automate review requests and lapsed-client follow-up
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