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Turning Non-Returning
By Lisa Conway

What’s on every hairdresser’s wish list? Having more of 
those great clients, the A-grade ones who lift your day as 
soon as you spy their name in the appointment book.

How do I know? Because, as a business coach, 

the question I’m most commonly asked is: 

“How do I fill my salon with them?”

My answer is clear. A-grade clients don’t just 

magically appear. You make them. You take a 

B- or C- grade client and you educate them. It’s 

all about building trust.

Salons are like no other business because of the 

relationships that we do (or do not) create. If 

you work on the salon floor you already know 

that some clients make your day a joy while 

others make it a living hell. Some clients you 

connect with and others you don’t, no matter 

how hard you try.

If your business is always searching for more 

clients, my question is: what did you do to 

the clients you already had, the non-returning 

ones?

Non-returning clients are probably the most 

under-monitored data in any salon, yet the 

figures tell us so much.

Let’s put a microscope on your salon and take 

a closer look at your weekly client breakdown. 

The list goes like this:
Ŧ�5PUBM�OVNCFS�PG�DMJFOUT�GPS�UIF�XFFL
Ŧ�/VNCFS�PG�UIPTF�XIP�BSF�OFX
Ŧ�/VNCFS�XIP�BSF�MPTU�PS�OPO�SFUVSOJOH

5IF�GJSTU�UXP�GJHVSFT�BSF�FBTZ�FOPVHI�UP�HBUIFS��
Quantifying your “non-returning clients” is 

trickier. 

Do you look at the lost or non-returning clients 

every single week? And after how many weeks 

do you consider a client to be lost?

My definition: if your client has not been in 

during the last 16 weeks, she or he is either not 

a regular or she has wandered off.

Unless your business is relatively new (say 

under a year old) I’d expect you’ve seen a fair 

share of clients come and go in your salon.

“Putting your 
business hat on 
and looking at 
those lost clients 
each week will 
show you what 
is really going on. 
That’s the real 
way to monitor 
this and to learn 
about your team.” 
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So, where are they now? And, why didn’t 

they stay?

'FX� TBMPO� PXOFST� HSBTQ� UIJT�� 5IFZ� IBOE�
me a retention report. What I want is the 

names of the lost clients and who touched 

them last. 

Understand this: putting your business hat 

on and looking at those lost clients each 

week will show you what is really going on. 

5IBUşT� UIF�SFBM�XBZ�UP�NPOJUPS�UIJT�BOE�UP�
learn about your team. 

You will start to see a pattern. If you give 

a client to a particular team member, 

there is a higher likelihood that they will 

return. With another team member, the 

probability is much lower.

Attracting a new client is at least six times 

harder than looking after an existing one. 

Once a client comes into your salon, is 

serviced by an expert and enjoys a great 

customer experience, you generally have to 

muck-up big-time for she or he to decide to 

try elsewhere. 

Wow them with 

your customer 

care, share your 

knowledge and 

get them into your 

business three 

times, and chances 

are you’ll have 

a loyal client, a 

forever fan.

Let me tell you 

about gorgeous 

Melanie, a forty-

s o m e t h i n g 

woman I met at a 

networking group. 

After we chatted, 

Melanie took my 

advice and treated 

herself to a new 

hair cut. But she 

wasn’t happy with 

it, mainly because 

her hairdresser 

hadn’t given her a 

scrap of advice on 

managing her new 

style at home. 

Melanie was 

unsatisfied but 

didn’t know how to 

break up with her 

hairdresser. What 

madness! I still 

haven’t convinced 

Melanie to go elsewhere, which confirms 

that it’s about much more than the hair, 

it’s about the relationship.

I wish all clients were as loyal as Melanie. 

5IFZşSF� OPU� CVU� PODF� B� DMJFOU� TFFT� ZPV� BT�
their salon of choice, you have a distinct 

advantage.

Keeping clients happy and caring for them 

between visits is everything. Some of them 

will disappear despite your bend-over-

backwards efforts and you need to develop 

a thick skin to be a salon owner. 

You can put it down to luck, or personality, 

or the economic climate. 

Or you can take a business owner’s 

perspective and introduce some changes.

5IJT� XFFL� UBLF� B� DSJUJDBM� MPPL� BU� XIBU�
each member of your team is doing to the 

Melanies in your salon.

Start by making sure that everyone on 

your team is rebooking each client as they 

leave. It’s not enough to ask, “Do you want 

to rebook?” or (even worse) “You don’t 

rebook, do you?”

Coach your people to frame the question 

along these lines: “When am I going to see 

you again, Melanie?” or “Your turnaround 

is between five and seven weeks. What do 

you think about making a time now for six 

weeks so you know we can look after you? 

Is this time and day good for you?”

It’s not rocket science. You want all the 

great clients, all the lovely, loyal Melanies, 

in your column, right? Well, step up and 

book them in so the grumpy whiny ones 

can’t get in!

Now back to your list of non-returning 
clients. They will fall into three categories, 
each with its own action:

1. OMG I cant believe she stopped coming. 

Pick up the phone and call her, and 

politely say we missed you, are you OK?

��� 5IF� NJEEMF� SBOHF� HBSEFO� WBSJFUZ�
clients. Send them an offer to come 

back, using good old-fashioned snail 

mail. If your clients aren’t worth a 

stamp and some of your time, maybe 

you better rethink you business model. 

���5IF�š%Ţ�%SBJOFST��5IFTF�BSF�UIF�XIJOHZ�
ones who leave you feeling drained and 

undervalued. Just be pleased the wind 

blew them away. Let them go.

If you act on your non-returning clients, 

you’re heading in the right direction. If 

you remain vigilant about measuring and 

monitoring, increase the new clients who 

come in and reduce the lost ones, you 

simply can’t help but grow your business.

Look after your clients and treat them with 

the respect they deserve because without 

clients your business is just a bunch of 

chairs. 

And we both know you didn’t get into this 

industry to preside over a bunch of chairs. 

It’s about quality A-grade bums on seats, 

which is about creating rewarding client 

relationships. 

It’s about the people, people.

Interested in learning more about this 
topic or my thoughts on how to run a 
salon that has you jumping for joy? Visit 
my website, find my video tips on YouTube 
or read my book The Naked Salon, an 
essential guide to time, team and money. 
www.zingcoach.com.au
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