Coaching with Krista	SOP Framework · Voice Riff Guide (v2)
SOP Framework — Voice Riff Guide
Two full days, narrated from the moment you park to the moment you get back in the car.
This is the version to work from. The SOP method Krista gave you on the call: don't voice-riff by TASK CATEGORY ("here's how to take out the trash" as its own thing) — riff by DAY, chronologically. Walk through a full Install Day start to finish. Then walk through a full Prep Day start to finish. Everything else — trash, towels, chores, admin — lives inside those two day-narratives, exactly where it happens in real time. This is how Aaron will actually experience the work, so this is how the SOP has to be structured.
	The two SOPs you're building:
1.  EXTENSION INSTALL DAY — every step of a day where you have a client in the chair.
2.  PREP DAY — every step of a day where you're prepping hair and no client is in the chair.


The method — one more time
Same voice-riff method as before, sharpened. On the call, Krista said it like this: "explain and install in great detail from the moment you park your car to the moment you get back in your car." That's the whole method in one sentence. But here's how to actually do it:
1. Close your eyes. Picture the actual morning. What time is it? Where are you? What are you wearing? What's in your bag?
1. Narrate every action out loud, in order. Even the boring ones. Especially the boring ones.
1. For every step, say WHO does it. You, Aaron, either, both, or the client themselves. That's how the SOP splits later.
1. If you forget a step, just say "oh wait, before that I also do __" — don't stop recording. Krista fixes the order.
1. If something makes you angry when it isn't done, SAY THAT in the recording. The emotion is what turns a checklist into a standard.
1. If a step depends on the client, say so. "If the client already came in with their hair clean, we skip the clarifying shampoo." Real SOPs have branches.
This is going to be long. Both SOPs together might be 60–90 minutes of voice memo total. Break them up. One session per phase if needed. What you're building here is Aaron's whole world.
SOP 1: EXTENSION INSTALL DAY
The full day, chronologically. Twelve phases. Every phase has its own prompt list. Walk each one out loud.
Phase 1 — Arrival at the studio
Start before the front door. Start at the car.
	• Where do you park? (Specific lot, street, garage. What's the reason.)
• What's the walk-in path from car to building? Any specific door, side entrance, back entrance?
• How do you get from the ground floor to the suite? Which elevator, which floor, which turn?
• Do you unlock or does Aaron unlock? What's the exact order if you both arrive together vs. him arriving first?
• What are you carrying in? What stays in the car?
• What time is this happening in relation to the first client?


Phase 2 — The first 10 minutes inside the suite
You just opened the door. Now what?
	• First three things you do as soon as the door opens — lights, AC, music? What order? Why that order?
• Where do bags, jackets, personal items go? Aaron's, yours.
• The mini-fridge — checked? Restocked?
• Any daily rituals (candle, playlist, something you always do first)?
• Aaron's specific first-10-minutes task list vs. yours.


Phase 3 — Setting up your station
Before the client arrives. Every tool has a place; every place needs a rule.
	• How is the station laid out? Where does each tool go? Left-to-right or right-to-left? Why?
• What tools come out for EVERY install regardless of client? Combs, scissors, sectioning clips, pliers, the pressing tool, etc.
• Which tools ONLY come out for specific clients — depending on install type, hair type, extension type?
• How are prepped bonds staged for the client (labeled, sorted by shade, hung, etc.)?
• How are the shampoo bowl, mirror, and chair readied? Is the chair at a certain height? Cape / towel / robe ready and where?
• What water, snacks, coffee, tea are ready for THIS client (some clients get different things)?
• What does the whole station need to look like before you'd let the client sit down? The 30-second gut check.


Phase 4 — Client arrival & greeting
The first two minutes are the whole first impression.
	• Who greets the client at the door? Aaron, you, either?
• What exact words are used? ("Hi love, come on in" vs. something more formal — say it in your voice.)
• What's offered in the first 60 seconds? Water, coffee, tea, snacks, a robe? In what order?
• Where do their bag / phone / jacket go?
• How are they walked to the chair? Is there a walkaround of the space, do you point out the bathroom / snacks / mini-fridge?
• Any small talk expectations for those first two minutes — chatty, quiet, take their lead?


Phase 5 — Pre-service consultation
Before you touch their hair.
	• What questions do you ask every client, every time? (What they want, what they're worried about, what happened at their last install, what's changed since last visit.)
• When is the Deposit Agreement and the Waiver Form signed — or confirmed if already signed? Who checks?
• What do you show them or tell them about the hair you prepped for them?
• Do you clarify the plan out loud ("here's what we're doing today, here's how long it'll take, here's the price") before touching anything?
• What questions does the CLIENT usually ask that you should be ready for?


Phase 6 — Shampoo, dry, and hair prep
This is the part where a lot happens fast. Slow it down.
	• Do you always clarify? When yes, when no? Which clarifying shampoo?
• How long should the shampoo take? Who does it — you, Aaron, or shared?
• Any scalp massage / conditioning treatment as part of the wash?
• Blow-drying: who does it — you, Aaron, the client herself? How long should it take?
• Which brushes are used, every time? Name them: the detangling brush is __. The round brush is __. Any specialty brush for a certain hair type.
• Do we flat-iron the hair before installing? When? What temperature? Why (or why not) for different hair types?
• How is the hair sectioned, clipped, and prepped for installation? Where do the sections start, what order do you place bonds?
• How does the CLIENT know what's happening? Do you narrate to her, or is she in her book/phone?


Phase 7 — The installation itself
This is the meat of the day. Get granular.
	• How does Aaron hand you hair? Literally — from which side, in what quantity, on what surface?
• What has to be on the tray at every moment during install? What's a "safety supply" (extra bonds, extra sections, backup shade) always within arm's reach?
• What happens if you need a bond made mid-install that wasn't prepped? Aaron makes it on the spot — what's his workflow, what tools does he grab, how fast does it need to be?
• How does Aaron clean or wipe tools while you're working? Which cleaner, which cloth, how often?
• What are the little things — the small motions, the specific movements you repeat every install — that Aaron should be watching and eventually mirroring?
• Breaks — do you take one mid-install, does the client? What happens to the tools during a break?
• What does Aaron do while you're actually installing that IS his job? What does he do that ISN'T his job?
• If something goes wrong — a bond doesn't take, the section is wrong, the client's hair is more damaged than expected — what's the protocol? Do you keep going and address it? Stop and reset?


Phase 8 — Finish, style, and reveal
The last stretch before they see themselves.
	• How do you know the install is done? What's the quick self-check before you turn the chair?
• Cut, style, blowout — what's the sequence? Who does what?
• The mirror moment — how do you turn the chair, what do you say, what's the vibe?
• How do you check the install with the client — do they touch it, do you have them tug on a section, what?
• Aftercare instructions — do you walk through them verbally, hand them a printout, both? What products do you recommend (and does Aaron know the list to reinforce it)?


Phase 9 — Checkout — payment, rebook, tracking
Where the appointment ends and the business runs the gauntlet.
	• Who runs checkout — you, Aaron, either?
• How is payment collected? Cash, Zelle, Vagaro, split? What's the preferred order to offer?
• What happens with CASH specifically? Where does it go, who counts it, when does it get logged? (This is Krista's big one — nobody tracks cash.)
• Where does the cash get logged — the Income Tracker? Immediately, or end of day?
• Rebooking — when is it offered? Before the client stands up, before checkout? Who books it in Vagaro?
• What gets logged in the Client Tracker spreadsheet at the end of every install? (Client name, install date, length, grams, supplier, invoice amount, invoice paid YES/NO, waiver signed YES/NO, rebook date.) Aaron does this, right? Say so out loud.
• Do you want Aaron tracking his OWN income (house-call side, his own $50 clients on prep days)? If yes, in what system?
• Any follow-up text or DM the client should get from you (or Aaron) the next day?


Phase 10 — Between-client reset (only if a second client comes that day)
Skip this phase if you never do two clients in a day. But if you do, walk through it.
	• Tool sanitation — what gets cleaned, what gets swapped out fresh?
• Station reset — trash check, shampoo bowl clean, snack tray refresh, mirror wipe, floor sweep?
• How long should the reset take — target time?
• Water break / snack break for you and Aaron before the next client walks in?


Phase 11 — End-of-day cleanup
The last client is out. The clock starts on going home.
	• First 5 minutes after they leave — what gets done immediately vs. what waits?
• Deep clean order — station, mirror, shampoo bowl, floor, baseboards. Which comes first? Which product on which surface?
• Tool care overnight — what gets sanitized and stored, what stays out to dry?
• Trash — is it always taken out at end of day, or by the 2/3-full rule? Where is the trash taken to?
• Towels — how are they collected, laundered (or bagged for pickup)? When does laundry happen?
• Restock check — what supplies are low, what needs to be ordered before tomorrow?
• Lock-up — lights, AC, music, alarm, door. Sequence, and who does what if you're both still there vs. Aaron closing solo.
• Do we prep for the next day BEFORE leaving? What does that mean — station reset for tomorrow's client, tools staged, hair pulled? Or is that a start-of-tomorrow task?


Phase 12 — Leaving
Car door to car door — this is the closing bracket.
	• Same reverse path — down the elevator, out the door, back to the car.
• What do you carry out? What stays in the studio overnight?
• The mental close — do you have a ritual, a message-check, a debrief with Aaron before you both go?
• How do you and Aaron communicate about tomorrow before parting?


SOP 2: EXTENSION PREP DAY
A different rhythm from Install Day. No client in the chair, but a full day of focused work — often the hardest days because the pace is entirely your responsibility. Same chronological method: car door to car door. Same eight to ten phases.
Phase 1 — The day BEFORE prep day
What has to happen before prep day starts, so prep day flows.
	• Which upcoming clients are we prepping for? How far out? (Prep day usually preps for clients 1–3 days out.)
• Do you know their shades, textures, gram amounts, install types? Where is this info written down?
• Is the hair ordered and received? If it's not here yet, what's the plan?
• What tools need to be sharp / cleaned / restocked before prep day starts?


Phase 2 — Arrival + open on a prep day
Same arrival path as Install Day — but the mental gear is different.
	• Same parking / walk-in / suite entry as Install Day (already covered).
• Any differences in the first-10-minutes routine when there's no client that day? (Does the AC still get cranked? The candle still lit? Or is prep day more "comfortable" mode?)
• Music playlist — different for prep day? Louder because no client is there?
• Snacks and drinks — do you and Aaron eat differently, more freely, because there's no client?


Phase 3 — The prep station setup
Different tools than install day. Walk it out.
	• Where does the prep happen — same chair, different chair, the standing station? Why?
• What tools come out for EVERY prep session? Hackle, drawing card, bond press, C-clamp + board setup (if you're doing Russian method — remember, that's PROTECTED, not for Aaron), keratin sticks, scale, sorting containers.
• What tools stay in Micky's vault and never come out unless she's personally using them?
• What surfaces need to be prepped (paper down, board out, hair storage containers open)?
• Any specific lighting or setup for shade-matching accuracy?


Phase 4 — Hair selection & planning
Before you touch a single strand.
	• How do you choose which hair to prep first? By client date, by shade complexity, by whether the vendor delivery is fresh?
• How do you know how much and what hair per client? Where is the client's spec (grams, shade blend, texture) written down or referenced?
• When do you HAVE to ask Micky vs. when can Aaron make the call himself? (Shade blending — always ask. Amount within 5g — Aaron can call. Etc.)
• What's the sequence — do you prep one full client at a time, or do you batch (all hackling first across all clients, then all bond-making)?


Phase 5 — Handling the ponytails / raw hair
Krista specifically named this one.
	• How do you receive a ponytail from the vendor? First inspection — what are you checking for?
• How do you unbind / release the ponytail for prep? What's protected, what stays intact?
• How are the ponytails stored between prep sessions? Labeled, hung, container-based?
• Which ponytails does Micky always handle personally? Which can Aaron handle?
• Anything about the ENERGETIC read on the hair (temple hair vs. curly kids' hair — your specialty from the Bond Girl inventory) that Aaron should learn to notice?


Phase 6 — Drawing the hair
The blending — where your artistry lives.
	• The hackling process — step by step, with which tool, in what order, for how long.
• How you hand-blend colors (the 4–6 blends per install for blondes — Aaron needs to see this many times before he tries).
• When you use the drawing card vs. hand-blending with a comb.
• The board + C-clamp Russian method — YOU ONLY. This is protected. Aaron doesn't learn this yet.
• What blends does Aaron help sort / stage after you've made them? What does he never touch?


Phase 7 — Making the bonds
Walk through the bond-creation flow.
	• Hand-rolling K-tips with the large tool — your speed vs. Aaron's speed vs. what's acceptable when he's practicing.
• The bond press — setup, temperature, timing per bond.
• Keratin ratios for different clients (2:1 clear-to-color for sweaty clients, all-colored for fine hair — Aaron needs to know WHICH client is which and why).
• Quality check — what does a good bond look like? How do you catch a bad one before it goes into the hair?
• What happens when Aaron makes a bond you don't like? Do you correct in the moment, or wait until end of session?


Phase 8 — Storage & organization of prepped hair
Prep is worthless if you can't find what you made.
	• Where do prepped bonds get stored per client? Labeled bags? Drawer? Hanging system?
• How are they organized — by client, by shade, by date?
• Environmental factors — does prepped hair need to stay dry, out of light, out of heat?
• How does Aaron know which client's hair is ready and which still needs work?


Phase 9 — End-of-prep cleanup
Different from an install day close, but just as important.
	• Loose hair on floor / surfaces — how gets cleaned. When (throughout the day or all at end)?
• Tool care — hackle, drawing cards, bond press cleaned to what standard?
• Trash — same 2/3 rule as install day, plus a note that prep day generates way more hair trash. Where does it go?
• Restock check — hair, keratin, tape, adhesive, anything else consumed during prep?
• Same lock-up sequence as install day.


Phase 10 — Leaving after a prep day
The mental close is different when you didn't see a client.
	• Same car path as install day.
• Any debrief with Aaron — what worked, what didn't, what needs to be different next prep day?
• The mental / emotional close — prep days can feel invisible. Is there a ritual or acknowledgment that the day mattered?


Cross-cutting: Daily Salon Duties
These duties happen inside BOTH day types — install and prep. Riff them once as their own SOP. They'll get inserted at the right chronological moments in the compiled Install Day and Prep Day SOPs.
Phase A — Trash
Krista named every specific question. All of them:
	• What does "full" mean? All the way to the top, or 3/4 of the way? Get specific — this is where employees screw up because they interpret it differently.
• When it's 3/4 full — do you want it PUSHED DOWN to fit more, or TAKEN OUT immediately? What's the rule?
• Where is the trash located inside the studio? Where does it go OUT of the studio (hallway bin, dumpster, back exit)?
• How often is the trash checked during a workday? Every hour? Between clients?
• Is trash ever taken out mid-appointment, or only between clients / at end of day?
• What kind of trash bag, what size, where are backups stored?
• What CANNOT go in the trash (hazardous, expired chemicals, biohazard-ish materials)? Where does that go instead?


Phase B — Towels
Every salon runs on towels. Yours needs a system.
	• When are dirty towels collected — after each client, or continuously?
• Where do dirty towels live temporarily? A hamper, a bag, a specific spot?
• Who laundries them, when, how often? Is there a laundry service or does Aaron do it?
• How many clean towels need to be on hand at start of day?
• What's the folding standard? (Yes, this matters — presentation.)


Phase C — Chores & general cleaning
The recurring low-visibility work.
	• Daily chores — what has to happen every day no matter what? (Sweep, mop, mirror wipe, product-shelf tidy, etc.)
• Weekly chores — what happens once a week? (Deep clean baseboards, restock check, tool sharpening, etc.)
• Monthly chores — bigger tasks. (Under-the-station deep clean, deep-clean the shampoo bowl, etc.)
• Whose chore is which? Micky's daily list vs. Aaron's daily list.
• When during the day do chores happen — throughout, or in dedicated chore blocks?


Phase D — Space maintenance overall
The stuff that isn't cleaning but is close to it.
	• Restocking — snacks, drinks, product shelves, aftercare bottles. When, by whom?
• Decor / atmosphere — candles replaced, flowers refreshed, incense re-stocked?
• Ambient conditions — AC filters changed periodically, air purifier maintained, lightbulbs replaced?
• Any physical maintenance that requires calling the building or the suite landlord — what triggers a call, who makes it?


Admin Tasks (ongoing)
Not tied to a single day — these run in the background. Riff each briefly.
Phase E — Rescheduling & client communication
The back-office work that keeps the calendar clean.
	• When a client asks to reschedule — who handles the response? What's the workflow (per the Deposit Agreement's rescheduling policy)?
• How is the deposit tracked when someone reschedules? (Transfers under 72 hours notice? Forfeits and requires new deposit?)
• Client confirmation messages — 48 hours before? 24 hours? Both? Who sends them, what do they say?
• The new-client intake — from initial DM to consultation booked to deposit paid. Aaron's steps.
• How are old clients from Parlor being invited (if at all)?
• Vagaro client-profile creation and maintenance — who does this?
• Following up post-install — 3-day, 7-day, 30-day? Who sends what?


Phase F — Anything else
Catch-all. Krista's exact prompt: "anything else you want to talk about."
	• Ordering — hair, product, supplies. Who orders what, how often, from where?
• Invoice management — when invoices go out, when they get paid, what happens with unpaid ones.
• Class / education planning — when Aaron takes classes, how they get scheduled around the calendar.
• Personal / studio bookkeeping habits — Profit First envelopes, bank deposits, cash counting.
• Anything else on your mind that doesn't fit elsewhere — riff it anyway. Krista sorts it out.


The pace this month
1. Week 1: Voice-riff Install Day Phases 1–6 (arrival through hair prep). Foundation of the client-facing day.
1. Week 2: Voice-riff Install Day Phases 7–12 (installation through leaving). The heart of it.
1. Week 3: Voice-riff Prep Day (all 10 phases). Different rhythm, still full day.
1. Week 4: Voice-riff cross-cutting Daily Duties (A–D) and Admin (E–F). Compile everything with Krista.
If a phase feels big, break it. "Phase 7 — Part 1" and "Phase 7 — Part 2" is fine. You will forget things. Krista will catch what you miss and prompt you to fill it in.
What happens after you send the audio
Krista compiles all of it into two written SOPs: an Install Day SOP (with cross-cutting duties inserted at the right moments) and a Prep Day SOP (same). Both get formatted as step-by-step checklists Aaron can literally run from — printed in a binder, or in a Notion page, or taped inside a cabinet door, whatever format you'll actually use. Aaron signs off that he's read and understood each one. Then the SOPs become the accountability structure: when he asks "where's the trash?" the answer is "Section 3, Phase 11, page 4 of the Install Day SOP."
	This is going to feel tedious. Do it anyway. Every hour you spend voice-memoing this is an hour you don't spend re-explaining the same thing to Aaron in three months. And when the second assistant shows up, the SOP is what makes the training take a week instead of a month.


Voice-riff chronologically. Car door to car door. Send audio to Krista.
