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Target 10 operates several large warehouses of approximately 200,000 square feet, storing inventory for online businesses that demand high levels of customer service and efficient inventory management. Recently, the company has faced significant operational challenges, frequent product damages, untimely replenishments and recurring stockouts. These issues have led to customer dissatisfaction, high volumes of returns, and the payment of service credits amounting to 15% of turnover.
The operational inefficiencies within Target 10’s warehouses stem from multiple factors that can be investigated. This report discusses two key questions, first the steps Target 10 can take to reduce damage to customer products and second, how the company can reduce stockouts and improve service levels. The aim, to provide practical and evidence-based recommendations for operational improvements. The discussion draws on logistics planning models (Chopra & Meindl, 2019), inventory strategies such as Just-in-Time (JIT) and Just-in-Case (JIC), and leadership frameworks including Kotter’s (1996) change model.    
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Product damage within warehouses is a major contributor to customer dissatisfaction and financial loss. Target 10 must identify root causes and implement change where needed. The below highlights potential reasons for cause of damages and solutions that can be implemented.   
[bookmark: _Toc216941764]Reducing Damages to Customer Products
Products becoming damaged are often linked to poor handling of goods, inadequate storage and lack of staff training. For example, fragile goods may be stored alongside heavy or bulky items which increases the risk of breakage. Additionally, outdated equipment and lack of protective packaging can exacerbate the problem (Dinesh & Vanithamani, 2023). Target 10 should identify high risk product categories and introduce additional protective packaging and handling protocols as reducing product damage is crucial for cost control and customer satisfaction.    
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A poorly designed warehouse layout increases handling errors and product damage. By redesigning storage systems and optimizing space, such as dedicated space for fragile or high value items can minimize risks. Ergonomic designs to ensure the aisles are wide enough for safe movement of forklifts, and installation of protective rail guards, bumpers and reinforced shelving to minimize accidental damage (Angulo, 2021). Warehouse management systems (WMS) can provide real-time visibility of inventory and enable Target 10 to be more proactive in monitoring product conditions. 
[bookmark: _Toc216941766]Staff Training, Development and Monitoring
Human error is a common cause of product damage. Target 10 should invest in comprehensive training programs for warehouse staff and focus on safe handling, packaging and equipment use. Staff training and standard operating procedures (SOPs) can guide staff to ensure they handle and move the product safely and correctly. By implementing documented procedures to follow for loading, unloading and storing of goods helps in implementing KPI’s, ensuring accountability and encouraging best practices (Ahmed & John, 2023). Strength based leaderships (Clifton & Harter, 2019) can be applied to assign roles based on individual expertise, for example allocating experienced staff to manage and handle fragile goods, this approach enhances morale and reduces errors.     
Performance monitoring and continuous improvements such as KPI tracking can help to track and analyze incidents and could enable the company to identify patterns and root causes. Regular audits to assess full compliance with the handling standards can also encourage staff to implement their training effectively and ensure warehouse standards remain a priority.      
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Transport can significantly contribute to product damages such as poor handling and loaded practices, inadequate packaging and vibration during transit. For example, fragile goods may break if pallets are not stored and loaded correctly, while perishable items can spoil if refrigeration malfunctions (Christopher, 2016). These issues not only increase cost through replacements and service credits but also undermine customer trust. To mitigate risks, Target 10 should adopt robust packaging standards and implement clear labeling for fragile items. Additionally, training drivers and logistics staff in proper handling and establishing Service Level Agreements (SLA’s) with transport providers, can both reduce damages and improve reliability (Chopra and Meindl, 2019).     
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While technology and quality frameworks require upfront investment, the long term savings from reduced damages and lower service credits outweigh the costs. By applying a balanced approach combining process redesign, staff training and adoption of better technologies and WMS systems should deliver sustainable improvements to Target 10’s business.    
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Stockouts are very damaging to the business, they lead to customer dissatisfaction and also impact the revenue, if you don’t have the stock how can you sell it. Whilst it is important to remember that being overstocked is also damaging to the business, there are many tools that can help businesses to ensure they maintain the correct stock levels.    
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Replenishment strategies such as Just-In-Time (JIT) or Just-In-Case (JIC) need to be looked at. The JIT approach minimizes inventory by aligning supply with demand, reducing holding costs and waste (Chopra & Meindl, 2019). However, JIT is vulnerable to supply chain disruptions. At the other end of the scale the JIC approach, which maintains buffer stock to safeguard against uncertainty which ensures resilience but increases storage costs and potential waste (Dube, 2023). For Target 10, a hybrid approach is recommended, maintaining safety stock for high demand items while applying JIT principles to stable product categories and encouraging efficient supplier coordination. This balance reduces the risk of stockouts while also controlling costs.   
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Target 10 should leverage advanced analytics to forecast demand accurately. Advanced inventory management systems give businesses real time visibility into inventory levels, location and movements (Shanmugamani & Mohamad, 2023). Combining this with demand planning schedules using historical data, seasonal trends and market insights can also alleviate pressures for stockouts. Automated reorder points within WMS can trigger timely replenishments helping to reduce reliance on manual oversight. 
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Kotter’s (1996) 8 steps change model provides a structured framework for implementing operational improvements. Target 10 must implement change and the urgency behind this is the impact of stockouts affecting the business with 15% turnover loss. Striving for change and communicating a clear vision of customer centric service ensures alignment across teams, forging strength between managers and sponsors will drive change. By implementing change and seeing short-term wins can help to build momentum for change across the business.   
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Customer communication and transparency require a dedicated customer service team to meet the needs and demands of the customers. Providing real-time accurate stock availability and delivery times enables the customer service team to give accurate information that is both fast and reliable and will ultimately improve customer confidence and satisfaction. Service Level Agreements (SLAs) with suppliers can enforce accountability and improve reliability.     
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While JIC strategies provide resilience, they increase costs. JIT reduces costs but exposes vulnerabilities. A hybrid approach supported by predictive analytics offers a more balanced solution. Supported by leadership frameworks ensure that operations changes are embedded and sustained.   
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Target 10’s current operational challenges are significantly undermining customer satisfaction and financial performance. The company is paying 15% of its turnover in service credits, a figure that highlights both the scale of inefficiency and the urgency for change. 
Reducing damages must begin with warehouse layout optimization, poorly designed facilities increase the likelihood of accidence and handling errors. Alongside physical redesign, the adoption of WMS will provide real-time visibility of inventory and product conditions, enabling proactive monitoring and intervention. Staff training is equally important, documented SOPs combined with performance monitoring through KPI’s will embed accountability and encourage best practices. Strength-based leadership can further enhance workforce morale and reduce errors by aligning staff roles with individual expertise. Transport practices also require improvement, as damage often occurs during loading, transit and unloading. The use of robust packaging, clear labelling and SLA’s with logistics providers can mitigate these risks. While these measures involve upfront investment, the long-term saving from reduced damages and lower service credits outweigh the costs.
Stockouts present a different but equally damaging challenge. Raget 10 must adopt a hybrid inventory management strategy that balances the efficiency of JIT with the resilience of JIC. A hybrid approach of maintaining safety stock for high demand items while applying JIT to items in more stable categories offers the most balanced solution. Advanced analytics and forecasting tools should be leveraged to predict demand accurately and automated reorder points within WMS can help remove the reliance on manual oversight. Leadership frameworks are essential to Target 10’s long-term business goals, by building strong coalitions across the business and improving organizational culture will strengthen trust, morale and overall business practices. By embedding these measures into daily operations, the company should see positive improvements across the business.
In conclusion, Target 10 must apply a dual strategy, operational excellence through warehouse re-design, improved technology, staff training and strategic resilience through hybrid inventory management and leadership driven change. By implementing these changes and depending on the level of investment Target 10 could see significant savings for the business.      
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