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FAIR GAME

Want to solve all your naggi
Play tair with simj
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In business, playing fair beats being

nice. And you can only be fair with
written policies, systems and per-
formance indicators. Sounds com-
plex? It isn't. Systems can be simple
and sensible, and they don't have to
fill volumes. In fact, they help you
work easier, not harder,

Bryan Durccher of Durocher Enterprises
twww.durocherenterprises.com) im  Coral
Gables, Florida, is a professional coach whose
company helps salan and spa emplayess
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> management problel

BY VICTORIA WURDINGER
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maximize their patential. Simce he's a per-
formance-indicator advocate, we set him
laase on 1'r-.n- ¢ COmman zalon |'|'.a|'|.=.ge-menl:
prablams—with the caveat that his solutions
had to ke easy to understand and apply
First, the prime predicaments. We asked
Alison Mehorcevk, manager of two Jeffrey
LaMaorte Salon and Day Spas in suburban
Chicago, to name her top three, »
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1. Receptionist turnover.
Because there's no career
path, they just dan't stav. In
the last four months, Mehaor-
exvk has hired seven recep
tionists for the two locations;
despite hiring anly thase who
said they would stay far a
year, two have left already.
Coast to coast, the new ap-
praach has been to hire col-
lege students. The problem
with this solution is that it an-
Licipates tUrnaver.

2. Service provider client

mteractions gone wrong

A ge-vear-old client doesn't
come back te a 2ivear-old styl-
ist. [t's unclear if inter-genera-
tional communication broke
down, or if something more
subtle occurred. Mehorczyk
hopes that through training,

she can avoid problems she
can't always witness, like the
time a stylistdid notexplainup
Fromt why a color booking-
turned-highlighting  service
now gosts more, But how do you
anticipate every possible gatte?

3. Staff scheduling.
Saturday off, anyones Hair-
dressers choase this career be-
cause it offers some Flexibili
ty. says salon owner Jeffrey
LaMorte, but the only way to
avaid doing backbends is to
track requests. “When em-
ployees see thelr tardiness, ab-
sences and days off in writing,
it makes a big difference in
how often they make re-
quests,” LabMarte savs, And his
approach is the crux of the
way out of all those recurring
problems.

MODERMNS&LON Decamibar 2002

system Solution 1

In many cases, teday's prob-
lems were caused by yester-
day’s solutions, Durecher sug:
gests a specific, three-pronged
approach that can only get un-
di WAy Once  youw  abandon
worn-out ways of looking at
the desk

“The Fframt desk 15 the
lifeblood of vour salon.
where revenure is generated:
view it as valuable enough to
pay moere than 57 an hour,”
5ay5 Duracher, “Then. put
measurakle systems  in
place that ensure the desk
maximizes its potential to
generate revenue and sup-
port 4 decent wage.”

Focus on I'\Hlit:l]. m'fa_':rT.: and
pre-pooking. First, train your
desk personnel so they are Fa-
miliar with all retail products,
Then offer a 5- to 10-percent
override on retail as an incen-
tive. (Don't set it up so that re
ceptionists compete with one
another or with stylists; the
last thing you want ta hear is,
"That was my sala.”]

Split the override among
desk personnel as a tearm. For
instance, it you had Swo,000
in retail sales for the month, a
1O-PeTCent repre
sents S1,000. Divey up the
money fairly, based on hours
warked, 1f vaw have three desl
employees working a total of
125 hours amaong them, divids
Loos by 125. The result is
E'i.gh[-!.-'lu'|1||'||-|r'l|1{' number >

override
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of hours each person worked
b eight to arrive at their plece
af the pie. The person wh
worked Go hours gets 5480
(o x B the one who warked
38 hours gets S04 (18
th, The
rare desk employees
contribute to
sales, they maore they
make,

Mext, provide an in

® B) and so For

retail

centive for pre-booking.
To forecast sales cor
rectly, yvou should pre
book ar 75 percent or
higher, Durccher rec
ammends thar anytime
the entire salon is 75-
percent pra-booked, you
5300 banus
among desk personnel
Fimally, affer an i
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centive on  referral
cards, Stylists shauld
pags aur at least three
cards to loyal clients,
but the desk 1%

safeguard incase some-

yaur

one fargets. Pay an in-
centive anly when 250
mare cards come back. For in-
stance. it 26 new clients come
inwith refereal cards, the desk
splits 31 percard, or 526,
"These are performance in-
dicatars WO Can Measure”
says Durocher. "0One salon
that imstituted a retail over-
ride saw an Bo-percent galag
increase the first month the
program was put in place, be-
cause the desk was motivated,

d1

Desk emplovess making 58 an
wour can easily increass thai
Incomes by 20 ta 5O pEETCENT,

Mowr it s no Iangar a dead-end

WITH nd Value,
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System Solution 2
If vour employvees” technical
skills are up to snutt, you can
solve any problem
from the get-ga by detining
your extraordinary client ex-
perience, then measuring it
Break down the service
process indetailed steps, from
the moment a client enters the
daar ta the time she leaves.

serviCe
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|:‘-‘~|'|.: services will hasve dolfler-
et companents; for instance,
steps that address combort
when dismobing.] Debineg b
be treated at

aach st P and include

the client wi

discussions about
BEING persanal versus
personable

“The personal styl-
ist talks about party
thea persan 1kl
one listens and asks
questions that lead to
a client-needs analy-
s, says Durocher
“Clients lowve to talk
their needs,
their hair, their skin,
their beauty likes and
diglikes. Include re-
tail, referrals and pre
I'nln:ll-:.n;__: COMPOOEnTS

st

in your process. I styl-
ists tollow your steps
h:-l' the extraordina Ty
experience and in
clude those three com-
won't

talk

ponents, they
have time to
ibout themselves,
“To address the three com-
ponents, personalize
|'I,'.\_'I:||'II1'|I'_"||'|.|| 1S 4]

ritail
what
clients say they want. Plant
the pre-haoking seed, noting
that maintaini
client likes will require visits
every six weeks, Include reter
ral cards by saying: "1 enjoyed
your wigtt and am lr.-n.-:'m;; tar
clienrs just like you. Will wou
pass these out to people P

ng the srvle a
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wiho like your hair? Mention that new clients get a
gift. and the referring client will get a tree retail
product ance three cards come back.”

If service providers follow your system, you
now have key performance indicarors you camn
track, measure and share at shorr, one-en-one,

weekly mestings track service sales, re

1
tail sales, number of new clients, percentage of
pre-bookings, average ricker and qmical serv-
icet bookings., “Use rale-pla g to buil 1k

dence; teach product education by integrating i
inta hands-on training,” adds Durocher. "Stylists
fall asleep when they hear the third shampoo ex-
|:-!.|||||-||..-".|-:|'-_ st reasonable ;_:.'-.:Ia

levitialls ::|-.'.||x|:':_: down fervices inta campo-
nents and teaching yvour system will take time,
but in the long run, you'll avaid g5 percent ot the
|:-|-|I:-||-.'||-. that accur on the tlonr

aystem Solution 3
LaMorte and Mehorczvk have schaed ||i|1i_' antlicts
au ln-

na equest Fforms for time of f givaes

g
dicators wou can maasure. The records let vou focus
on airmess and avoid havingto explain why somecna
ot a Saturday off—even when you get more than one
request for the same day, Set a policy: Whoever asked
firstorhas seniority gors the day off.

™

"If you disallow time off in Movember or De-

i
cembear, ineludi

your palicies and mentian i
when you hire,” says Durocher. “Decide if you'll
allow stylists to swap shifts. When vou can show em-
plogees their track records in writing, every issue be
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Playing Fai
LaMorte discovered just how PEwer ful |'u_'-|'ln"'||.'||'|- I
indicators can be when a stylist complained about
her bookings. Anather stylist had gotten two walk-
inswhile she got one

| showed hier that lier retention rate was 2o pereent
which meant she lose --|;-_!||I of 1o cliemrs,” me a
LabMorre. “"mMew clients dan't mean much wirho
least a 6o-percent refention rate. You have to k
mare clients that walk in the door—chat's what
haaked means

"The sitvation moved From a stylist camplain
ing and passibly considering quitting to a stylist
wandering if she was going to be fired,” he says
"W worked it owt. and now 1 don't have many



