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1. Purpose of this paper
This paper records a service and operations assignment led by Julian Britain between March 
2018 and May 2019 for a family-run online furniture retailer. The company name is withheld. The 
verified results are a 70 percent reduction in transit damage, a 23 percent reduction in online 
order errors, and a 19 percent reduction in average call handling time.

2. The brief
The business was growing as an e-commerce furniture operation and the customer-service 
standard had not kept pace. Complaints sat too long. Goods were damaged in transit at a rate 
the margin could not absorb. Customers placed orders that did not match what they thought 
they had bought, which filled the phones. The website team and the people answering those 
phones were not working from the same picture.

The initial brief was to repair customer-service standards. The work widened, by promotion into 
leadership of customer service and web administration, and then into a cross-functional group 
of about 40 people covering customer service, web administration, warehouse, dispatch and 
returns.

3. Why furniture e-commerce fails in the last mile
Furniture is unforgiving online. The item is bulky, expensive to carry and easy to mark. A customer 
who has waited for a sofa will not forgive a scuffed arm. Courier contracts written for parcels do 
not automatically protect that item. Packaging designed for a warehouse that wants speed will 
lose to a carrier that wants density.

Order error has a different cause. Product pages that are unclear, options that can be combined 
badly, and a checkout that does not force a complete choice, all create a call. That call is then 
logged as a service problem when it is in fact a design problem. This assignment treated the two 
causes as one system.
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4. What was done
Service first. New customer-service training was designed and delivered so that complaint 
handling had a method, not a mood. Resolution time and satisfaction were the tests of that 
training.

Damage next. Courier contracts were renegotiated. Packaging processes were improved. 
Distribution partners were brought into the conversation rather than shouted at after the event. 
The 70 percent reduction in transit damage is the verified outcome of that combined work.

The online journey was then refined so that the choice a customer made on the site was the 
choice that arrived. That work cut online order errors by 23 percent and cut average call handling 
time by 19 percent. The two figures belong together. Fewer wrong orders mean shorter calls. 
Shorter calls are not a triumph if they are short because the customer has given up.

Leadership of the wider group followed because warehouse, dispatch and returns decide 
whether the service promise is real. A website change that ignores pick-and-pack is decoration. 
The consultant acted as the link between digital operations and customer-facing teams so that 
site changes were made to reduce work, not to create a new class of error.

5. Verified results

Period of assignment March 2018 to May 2019

Sector E-commerce, furniture and logistics

Transit damage Reduced by 70 percent

Online order errors Reduced by 23 percent

Average call handling time Reduced by 19 percent

Span of leadership Customer service, web administration, warehouse, dispatch 
and returns

Scale of group About 40 people

Starting point Weak service standards in a growing family-run e-commerce 
business

Baseline numbers behind those percentages were operational measures inside the business. 
They are not reproduced here as raw counts because the source record used for these papers 
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states the percentage movements, not the underlying units. The percentages themselves are 
the verified facts.

6. How to read the three percentages
Seventy percent less transit damage is the largest commercial number on the page. In furniture 
it is also the number most visible to the customer and to the carrier invoice. It was not achieved by 
asking people to be more careful. It was achieved by changing contracts, packaging and partner 
behaviour.

Twenty-three percent fewer order errors is a website and catalogue number as much as a service 
number. Nineteen percent less handling time is what that improvement did to the queue. 
Together they describe a quieter operation, not a call centre squeezing talk time.

7. Method another client can use
 • Separate damage, error and attitude. They have different owners.

Renegotiate the carrier on facts, not on last week’s anger.

Change the page that causes the wrong order before hiring another agent.

Sit web administration next to the people who hear the complaint.

Do not call a shorter call a success until repeat contacts have also fallen.

8. Relevance to present work
Operational improvement briefs that Britannia now takes still start with the flow of an order. If the 
consultant cannot walk the path from page to door, the advice will be generic. This assignment 
is the reason that method exists.

9. Closing
Damage down 70 percent. Order errors down 23 percent. Handling time down 19 percent. Those 
are the verified results of a service and operations brief in online furniture. The company is 
unnamed. The method is not.
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F U R T H E R  O P E R A T I N G  N O T E S

This section does not add new performance figures to damage, errors and service in an online 
furniture business. It records how the brief should be run if a comparable organisation asks for 
the same work. Discovery is short and specific. The first week is for the number that is failing, 
the person who owns it, and the constraint that has been used as an excuse. Long discovery 
documents are how weak briefs hide.

The weekly rhythm is the same across assignments. One pipeline or operations review. One 
written decision. One number that moved or did not. If nothing moved, the meeting names the 
blocker and the person who will remove it.

Stakeholders are treated as part of the work, not as an audience for a slide. A host store, a carrier, 
a funding body or a brand auditor can end the brief. They are therefore in the first conversations, 
not the last. Documentation is light and usable. A one-page offer. A simple tracker. A training 
outline an auditor can read. A contract summary that a manager can explain without a lawyer in 
the room.

Handover is planned from the start. The point of the work is that the organisation can keep the 
number when the consultant is no longer in the building. That is why systems and training sit 
inside the same brief as the commercial target.

Risks are ordinary and should be said plainly. Key-person risk. Data risk if a CRM is adopted badly. 
Service risk if a contract is won before hiring. Reputation risk if a public claim runs ahead of the 
evidence. This paper does not invent mitigations that were not part of the source record. It does 
record that those risks were visible in the type of work described.

Commercial boundaries matter. Britannia is not an employment agency. It is not a law firm. It is 
not a tax adviser. It is not an authorised financial services firm. Funding support means practical 
help with a pathway and an application, not investment advice.

Confidentiality is the reason names are absent. The absence of a logo is not the absence of a 
result. A buyer who needs a named reference can ask for one under a proper conversation. This 
document is the public record of the work.

Measurement stays honest. Percentages are percentages. Contract values are contract values. 
Funding is funding. Fees are not implied where they were not recorded. Where a baseline unit 
is not in the source, this paper does not invent one.

The consultant’s present company, Britannia Consultancy Services Ltd, is the vehicle through 
which comparable briefs are now taken. Company number 17455909. Registered office 128 City 
Road, London, EC1V 2NX. Enquiries to info@britanniaconsultancyservice.com.
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W H A T  A  B U Y E R  S H O U L D  A S K  N E X T

Ask for the tracker format. Ask who owned the number each week. Ask what would have counted 
as failure. Ask what was handed to the organisation at the end. Those questions separate a 
written case from a slogan. If the brief you have is close to this one, the useful conversation is 
not whether the percentage can be repeated. It is whether your organisation will allow the same 
order of work: evidence, people, system, then the public claim.

W O R K I N G  C A D E N C E

A comparable brief should be scoped in writing before travel and tools. The scope names the 
single number that will decide whether the work succeeded, the period in which that number 
will be judged, and the person inside the organisation who can change a process without a 
committee. Without those three items the assignment becomes commentary.

On site, the consultant walks the real path of the work. In a publisher that is the journey from rate 
card to booked page. In field operations it is the journey from roster to store. In e-commerce it is 
the journey from product page to the doorstep. In a concession it is the journey from delivery 
cage to till. In a department store it is the journey from click to collect desk. In a catalogue 
business it is the journey from supplier file to live SKU. The walk is not theatre. It is how false 
reports are found.

Reporting is weekly and short. A buyer does not need a forty-page pack. They need last week’s 
number, this week’s number, the cause of any movement, and the next action. If the organisation 
cannot produce that pack from its own system by the end of the assignment, the system work 
is unfinished.

Commercial hygiene is part of the cadence. Pipeline stages are defined. A qualified opportunity is 
not a name on a list. Funding applications have owners and dates. Courier claims have evidence. 
Audit actions have a close date. Nothing in that list requires software more complicated than the 
organisation will actually use.

L I M I T S  O F  T H I S  P A P E R

This paper does not contain testimonials. It does not contain photographs of premises. It does 
not contain a fee. Those belong in a private conversation if a buyer wants them. The public record 
is the verified figures already tabulated and the method required to produce figures of that type.

Readers should not treat any percentage as a guarantee. Conditions change. Host stores close. 
Carriers alter contracts. Advertising markets tighten. Government schemes end. The value of the 
case is that the work was done in those conditions as they then stood, and that the recorded 
number moved.
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Britannia Consultancy Services Ltd was incorporated on 14 September 2026. The engagement 
described in this paper was led by founder Julian Britain. Client names are withheld.
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