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[bookmark: _Toc205109206]1.Executive Summary
This report presents a comprehensive project management plan for implementing a digital ordering and payment system in a mid-sized café. The project is designed to enhance customer experience, streamline operations, and strengthen competitiveness within an increasingly digital hospitality sector. The solution combines self-service kiosks, a mobile ordering app, and an integrated point-of-sale system, all supported by data-driven insights for loyalty programmes and targeted marketing.
The report critically evaluates project management tools, noting that while structured methodologies provide governance and control, small business environments demand flexibility and engagement with staff. The role of the project manager is examined in this context, supported by a self-assessment and a personal development plan to address capability gaps.
In conclusion, the report argues for a hybrid project management approach balancing structured planning with iterative, feedback-driven methods as the most effective way to deliver technology initiatives in small hospitality businesses. Achieving success will rely on strong stakeholder engagement, comprehensive staff training, and continuous monitoring after implementation.

[bookmark: _Toc205109207]2.Introduction
Small village cafés in the UK are increasingly influenced by competition from both nearby independent outlets and the presence of larger coffee chains in surrounding towns. While national figures show the UK coffee shop market to be worth over £4.9 billion (Allegra World Coffee Portal, 2023), even local customers are beginning to expect the kind of digital convenience offered by bigger brands. For a village café, maintaining smooth operations and building strong customer relationships are therefore essential to standing out (Deloitte, 2022).
Digital tools in hospitality such as simple mobile ordering systems, contactless payments, and integrated point-of-sale solutions have been shown to reduce waiting times, improve order accuracy, and create new opportunities for upselling (McKinsey & Company, 2021). However, for a small café, adopting such technologies requires careful planning to minimise disruption, ensure staff feel supported, and maintain the welcoming, personal atmosphere valued by the local community.
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[bookmark: _Toc205109209]3.1. What is the Project?
The project involves introducing a digital ordering and payment system in the café, including:
· Self-service kiosks for customers ordering in-store.
· A mobile ordering app with scheduled collection options.
· An integrated POS system to coordinate kitchen and front-of-house operations.
· A customer loyalty programme accessible via both the kiosks and the app.
The system will be provided by an external vendor and customised to reflect the café’s brand and menu. The implementation plan will include staff training, customer onboarding, and a phased rollout to ensure a smooth transition.


[bookmark: _Toc205109210]3.2. Why is the Project Being Undertaken?
The café currently faces congestion during peak periods, resulting in long queues, occasional order mistakes, and some customers leaving before completing their purchase. This project seeks to:
· Speed up service by minimising order-taking delays.
· Enhance the customer experience through greater convenience and personalised options.
· Boost revenue through targeted upselling and loyalty rewards.
· Streamline operations by reducing manual transaction processes.
· Support data-driven decision-making using insights from purchase analytics.
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[bookmark: _Toc205109212]4.1. Project Management Methodologies
[bookmark: _Toc205109213]The PMBOK® Guide provides a comprehensive framework of project management knowledge areas, covering scope, schedule, cost, quality, human resources, communication, risk, procurement, and stakeholder engagement (PMI, 2021). For a café, even a small village café, these areas are essential to ensure that every aspect of a project such as introducing a digital ordering and payment system is considered in a structured and systematic way. By following these principles, the café can avoid overlooked tasks, manage resources efficiently, and maintain quality throughout the project lifecycle.
PRINCE2 complements this approach by offering a process-oriented methodology with clearly defined stages, business justification, and assigned responsibilities (Axelos, 2017). In practice, this means that even a small team can work within a structured framework, ensuring that decisions are transparent, progress is monitored, and accountability is maintained. For a village café, this could involve assigning specific roles to staff members, such as a point person for technology onboarding or someone responsible for customer communication during the transition.
However, small businesses such as a local café often require a more flexible approach than traditional “waterfall” methods allow. Strict, linear processes can be overly rigid when the team is small, budgets are limited, and customer expectations can change quickly. This is where Agile principles, particularly Scrum practices with short development and review cycles, become valuable (Highsmith, 2010). By implementing incremental changes, the café can test the new system in stages, gather feedback from both staff and customers, and adjust without disrupting daily operations. For example, a mobile ordering app could first be trailed with a few loyal customers, allowing the team to identify usability issues before a full launch.
The proposed hybrid model for the café combines the governance and structure of PRINCE2, the comprehensive coverage of PMBOK®, and the iterative, responsive nature of Agile. This approach balances discipline with adaptability, ensuring that the project remains well-managed while remaining sensitive to the realities of a small, community-focused business. By blending these methodologies, the café can implement new technology efficiently, support staff and customer engagement, and reduce the risks commonly associated with digital transformation in a small-scale hospitality setting.
4.2. Project Initiation
The initiation stage of the project focuses on establishing a clear foundation to guide the implementation of the digital ordering and payment system in the café. This involves preparing a business case, a project charter, and a stakeholder register. The business case highlights the financial and operational benefits of the project, demonstrating how investing in digital ordering could increase sales, reduce manual labour, and improve overall service efficiency. For a small village café, even modest improvements in speed and accuracy can have a noticeable impact on customer satisfaction and loyalty, which are crucial in a close-knit community setting.
The project charter formalises the café’s objectives, scope, and resources, ensuring that all team members understand their responsibilities and the expected outcomes. This document also provides a reference point for decision-making throughout the project, helping the small team maintain focus and manage limited resources effectively.
A stakeholder register identifies all individuals and groups with an interest in or influence over the project, along with tailored engagement strategies to ensure their needs are met. For the café:
	Stakeholder
	Role
	Interest Level
	Influence Level
	Engagement Strategy

	Café Owner
	Sponsor
	High
	High
	Monthly progress meetings to review objectives and resource allocation

	Baristas
	Users
	High
	Medium
	Hands-on training workshops to ensure comfort with the new system and gather feedback

	IT Vendor
	Supplier
	Medium
	High
	Weekly coordination calls to monitor system customisation and resolve issues quickly

	Customers
	End-users
	High
	Low
	Promotional campaigns and in-store guidance to introduce the new ordering options



By carefully mapping and engaging stakeholders, the café can foster buy-in from staff and customers, reduce resistance to change, and ensure that the project delivers meaningful improvements to daily operations and overall customer experience.
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	Table 2: PESTLE Analysis
	 

	Factor
	Impact on Project

	Political
	GDPR compliance for customer data storage.

	Economic
	Hardware costs influenced by inflation; potential for increased revenue.

	Social
	Rising preference for contactless ordering.

	Technological
	Integration challenges with existing POS.

	Legal
	Accessibility regulations for kiosks.

	Environmental
	Reduced paper waste via e-receipts.



	Table 3: SWOT Analysis
	 

	Strengths
	Weaknesses

	Strong local customer loyalty
	Limited in-house technical skills

	Willingness to invest in innovation
	High initial cost

	Opportunities
	Threats

	Attracting tech-savvy customers
	Competitors implementing similar systems

	Data-driven marketing
	Technical failures disrupting service
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	Level 1
	Level 2
	Level 3

	Digital Ordering Project
	Requirements Gathering
	Staff consultation

	 
	 
	Vendor evaluation

	 
	Procurement
	Hardware purchase

	 
	 
	Software licensing

	 
	Installation
	Kiosk setup

	 
	 
	App deployment

	 
	Integration
	POS linking

	 
	Testing & Training
	Staff training

	 
	 
	Pilot testing

	 
	Launch
	Marketing campaign



Implementing a digital ordering and payment system in a small village café involves a series of carefully planned stages, each designed to ensure that the technology improves customer experience, supports staff, and integrates smoothly with existing operations. The first stage, requirements gathering, begins with close consultation with staff. Baristas and front-of-house employees provide valuable insights into daily challenges, busy periods, and customer preferences. Their input helps shape the specifications for the system, ensuring it is practical, easy to use, and tailored to the café’s specific needs. During this stage, potential vendors are also evaluated, considering factors such as cost, reliability, support, and compatibility with the café’s existing brand and menu offerings.
The next stage, procurement, involves acquiring the necessary hardware and software. For a small café, this may include one or two self-service kiosks, tablets for mobile ordering, and an integrated POS system. The selection process must balance functionality with cost, as small village cafés typically operate with limited budgets. Securing software licenses and ensuring that all technology is compatible with the café’s systems is critical to a smooth rollout.
During installation, kiosks are positioned in the café to maximise accessibility while maintaining a comfortable environment for customers. The mobile app is deployed and customised to reflect the café’s branding, and the POS system is connected to both kiosks and the app to ensure seamless order processing. The integration stage confirms that all elements communicate effectively, allowing orders to reach the kitchen efficiently and payments to be recorded accurately.
Testing and training are essential before a full launch. Staff receive hands-on training to become confident using the new system, assisting customers, managing orders, and resolving minor issues. A pilot test is conducted with a small group of regular customers to gather feedback, identify any operational or technical issues, and make necessary adjustments.
Finally, the launch stage introduces the system to all customers, supported by a simple marketing campaign. For a village café, this may involve in-store demonstrations, posters, social media updates, and personal guidance from staff to help customers become familiar with the new ordering options. By following this structured approach, the café can implement a digital ordering system successfully, reducing wait times, minimising errors, increasing efficiency, and enhancing the overall customer experience, while maintaining the friendly, community oriented atmosphere that makes a village café unique.
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	Communication Plan
	 
	 

	Audience
	Method
	Frequency

	Project Team
	Weekly stand-up
	Weekly

	Café Owner
	Progress report
	Monthly

	Vendor
	Video call
	Weekly

	Staff
	Training sessions
	Pre-launch



A clear and structured communication plan is essential for the successful implementation of a digital ordering and payment system in a small village café. Effective communication ensures that all stakeholders are informed, engaged, and able to contribute to the project, reducing misunderstandings, delays, and resistance to change. Given the café’s small size, direct and personalised communication is particularly important to maintain staff confidence and customer satisfaction throughout the transition.
The project team forms the core group responsible for planning, overseeing, and executing the project. Weekly stand-up meetings are scheduled to provide regular updates on progress, discuss challenges, and allocate tasks. These short, focused meetings allow team members to share feedback quickly, address any emerging issues, and maintain momentum. In a small café, where staff may have multiple responsibilities, keeping these sessions brief and practical ensures they do not disrupt daily operations.
The café owner, as the project sponsor, receives monthly progress reports. These reports summarise key milestones, resource utilisation, and any risks or issues requiring attention. By providing the owner with regular updates, the project maintains transparency and enables timely decision-making, ensuring the project remains aligned with strategic objectives and budget considerations.
External vendors, who supply the digital kiosks, mobile app, and POS system, are engaged through weekly video calls. These calls allow the café team to discuss system configuration, installation schedules, and troubleshooting in real time. Regular contact with vendors is crucial for a small café with limited technical expertise, helping to prevent delays and ensure the system functions as intended.
Staff communication focuses on training sessions conducted prior to the system’s launch. These sessions familiarise baristas and front-of-house employees with the new technology, explain operational procedures, and provide opportunities for hands-on practice. Staff input during training is encouraged, allowing them to raise concerns or suggest improvements. Engaging staff in this way not only builds confidence and competence but also helps foster a sense of ownership, which is particularly valuable in a small, community-focused café.
By tailoring communication methods and frequency to the needs of each audience, the café ensures that the project progresses smoothly, staff feel supported, and stakeholders remain informed. A well-structured communication plan is therefore critical in minimising disruption, maximising efficiency, and ultimately delivering a successful digital ordering system that enhances both customer experience and operational performance in a small village café setting.
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	Table 6: Risk Register
	 
	 
	 

	Risk
	Probability
	Impact
	Mitigation

	System downtime
	Medium
	High
	Vendor SLA, backup ordering system

	Staff resistance
	High
	Medium
	Early involvement, training

	Budget overrun
	Medium
	High
	Contingency fund (10%)

	Customer dissatisfaction
	Low
	Medium
	Maintain staffed tills during rollout



Managing risk is a crucial component of implementing a digital ordering and payment system in a small village café. By identifying potential risks early and planning appropriate mitigation strategies, the café can minimise disruptions, maintain customer satisfaction, and ensure staff are confident and engaged throughout the project. The small size and close-knit nature of the café mean that even minor issues can have a noticeable impact on day-to-day operations, making proactive risk management particularly important.
One key risk is system downtime, which could occur if the kiosks, mobile app, or POS system fail. The probability of this happening is considered medium, but the impact on the café is high, as it could cause delays, order errors, and customer frustration. To mitigate this risk, the café will rely on the vendor’s Service Level Agreement (SLA) for prompt technical support. Additionally, a backup ordering process using traditional staffed tills will be maintained, ensuring that service can continue without interruption while technical issues are resolved.
Staff resistance represents another significant risk, with a high probability and medium impact. Staff may be hesitant to adopt new technology, particularly if they feel it will complicate their work or threaten job security. To address this, the café will involve employees early in the planning process, encouraging input on system design and workflow adjustments. Comprehensive training sessions prior to the launch will build confidence and familiarity, helping staff see the benefits of the system for both them and customers.
Budget overrun is a medium-probability, high-impact risk, as small village cafés often operate with limited financial margins. Unexpected costs, such as additional hardware, software customisation, or installation expenses, could exceed initial estimates. To manage this risk, a contingency fund of approximately 10% of the total budget has been allocated. This ensures that any unforeseen expenses can be covered without compromising other aspects of the café’s operations or the quality of service.
Finally, customer dissatisfaction is a low-probability, medium-impact risk. Some regular customers may be unfamiliar with digital ordering, and an abrupt transition could cause confusion or frustration. To mitigate this, staffed tills will remain available during the rollout period, and staff will provide guidance and support to customers using the new kiosks or app. This approach helps maintain the café’s welcoming atmosphere while encouraging adoption of the new system.
By systematically assessing these risks and implementing tailored mitigation strategies, the café can introduce a digital ordering system effectively, improving operational efficiency and customer experience while maintaining the community-focused charm that defines a small village café.
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Monitoring and reviewing the implementation of a digital ordering and payment system is a critical component of ensuring its success in a small village café. Unlike larger chains with extensive resources and established processes, a village café operates with a small team and a close-knit customer base, meaning that even minor disruptions or inefficiencies can have a significant impact on daily operations and customer satisfaction. Continuous monitoring allows the café to track performance, identify issues early, and make data-driven decisions that enhance both operational efficiency and the customer experience.
Key performance indicators (KPIs) form the backbone of the monitoring process. Metrics such as average order time provide insight into how efficiently the new system is handling customer orders. A reduction in order time indicates that kiosks, mobile apps, and the integrated POS system are functioning effectively and contributing to faster service. Conversely, if order times increase, the café can investigate causes, whether they stem from staff unfamiliarity, technical glitches, or workflow bottlenecks.
Sales volume is another vital KPI, offering a clear measure of the system’s impact on revenue. Monitoring sales trends helps the café evaluate whether the digital ordering system is driving increased purchases, encouraging upselling, or supporting promotional campaigns effectively. For a small café, even small increases in sales can make a meaningful difference to profitability, making this KPI particularly valuable.
Customer satisfaction scores are equally important, especially in a village setting where reputation and personal relationships drive loyalty. Feedback gathered through surveys, app ratings, or informal conversations helps the café understand whether customers appreciate the convenience and functionality of the new system. High satisfaction scores indicate successful adoption, while lower scores highlight areas for improvement, such as app usability, kiosk placement, or staff support.
A post-project review serves as a structured opportunity to reflect on the implementation process. Capturing lessons learned including what worked well, what challenges we came across and how staff and customers responded provides valuable guidance for future technology upgrades or process improvements. In a small café, where resources are limited, this reflection ensures that investments in technology continue to deliver meaningful benefits without unnecessary disruption.
Overall, monitoring through KPIs and conducting a post-project review is essential to maintaining service quality, supporting staff, and maximising customer satisfaction. It transforms the digital ordering system from a one-time project into a continuously improving tool, helping a small village café stay efficient, competitive, and connected with its community.
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Project management tools and techniques play a key role in ensuring that initiatives, such as implementing a digital ordering and payment system in a small village café, are delivered efficiently and effectively. However, their relevance and applicability can vary significantly depending on the size of the business, available resources, and the complexity of the project.
Traditional structured methodologies, such as PMBOK and PRINCE2, provide comprehensive frameworks for planning, execution, and governance. PMBOK ensures that all aspects of a project scope, time, cost, quality, human resources, communication, risk, procurement, and stakeholder engagement are considered systematically. PRINCE2 adds a process-driven approach with clearly defined stages, roles, and business justification. These frameworks are valuable for small village cafés in providing structure, ensuring nothing is overlooked, and formalising responsibilities among staff who may have multiple roles. For example, defining a project charter and stakeholder register can clarify responsibilities between the café owner, baristas, and external vendors.
However, the highly structured nature of these tools can also present challenges in a small business context. Village cafés typically operate with limited staff, tight budgets, and informal workflows. Adopting rigid frameworks can slow decision-making and introduce unnecessary bureaucracy. In such settings, Agile principles offer significant advantages. Agile promotes flexibility, iterative development, and continuous feedback, allowing small cafés to adapt quickly to operational realities and customer needs. For instance, incremental deployment of a mobile ordering app or self-service kiosk enables staff to provide feedback, test the system in real time, and adjust processes without disrupting daily operations.
Combining structured and flexible approaches through a hybrid methodology is particularly effective. The structured elements of PMBOK or PRINCE2 provide governance, risk management, and documentation, while Agile techniques encourage iterative testing, staff engagement, and responsiveness to customer preferences. Practical project management tools, such as Gantt charts, risk registers, and communication plans, can be scaled down to suit the café’s size. A simple Gantt chart can track the phases of procurement, installation, staff training, and launch without overwhelming the team, while a risk register identifies key issues like staff resistance or system downtime and ensures mitigation strategies are in place.
Ultimately, project management tools and techniques are most valuable when adapted to the café’s unique context. Overly rigid methods may hinder agility, whereas thoughtful application of hybrid approaches ensures that technology projects are delivered efficiently, enhance customer experience, and are embraced by staff. For a small village café, balancing structure with flexibility is key to achieving project success while preserving the community-focused, personalised service that defines the business.
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[bookmark: _Toc205109221]6.1. Key Attributes and Skills of a Project Manager
Project management tools and techniques play a key role in ensuring that initiatives, such as implementing a digital ordering and payment system in a small village café, are delivered efficiently and effectively. However, their relevance and applicability can vary significantly depending on the size of the business, available resources, and the complexity of the project.
Traditional structured methodologies, such as PMBOK and PRINCE2, provide comprehensive frameworks for planning, execution, and governance. PMBOK ensures that all aspects of a project scope, time, cost, quality, human resources, communication, risk, procurement, and stakeholder engagement are considered systematically. PRINCE2 adds a process-driven approach with clearly defined stages, roles, and business justification. These frameworks are valuable for small village cafés in providing structure, ensuring nothing is overlooked, and formalising responsibilities among staff who may have multiple roles. For example, defining a project charter and stakeholder register can clarify responsibilities between the café owner, baristas, and external vendors.
However, the highly structured nature of these tools can also present challenges in a small business context. Village cafés typically operate with limited staff, tight budgets, and informal workflows. Adopting rigid frameworks can slow decision-making and introduce unnecessary bureaucracy. In such settings, Agile principles offer significant advantages. Agile promotes flexibility, iterative development, and continuous feedback, allowing small cafés to adapt quickly to operational realities and customer needs. For instance, incremental deployment of a mobile ordering app or self-service kiosk enables staff to provide feedback, test the system in real time, and adjust processes without disrupting daily operations.
Combining structured and flexible approaches through a hybrid methodology is particularly effective. The structured elements of PMBOK or PRINCE2 provide governance, risk management, and documentation, while Agile techniques encourage iterative testing, staff engagement, and responsiveness to customer preferences. Practical project management tools, such as Gantt charts, risk registers, and communication plans, can be scaled down to suit the café’s size. A simple Gantt chart can track the phases of procurement, installation, staff training, and launch without overwhelming the team, while a risk register identifies key issues like staff resistance or system downtime and ensures mitigation strategies are in place.
Ultimately, project management tools and techniques are most valuable when adapted to the café’s unique context. Overly rigid methods may hinder agility, whereas thoughtful application of hybrid approaches ensures that technology projects are delivered efficiently, enhance customer experience, and are embraced by staff. For a small village café, balancing structure with flexibility is key to achieving project success while preserving the community focused, personalised service that defines the business.

[bookmark: _Toc205109222]6.2. Self-Audit of Project Management Skills
[bookmark: _Toc205109223]Conducting a self-audit of project management skills is an important step in understanding personal capabilities and identifying areas for development, particularly when managing a project in a small village café. In this context, a project manager relies heavily on interpersonal and organisational skills, as the team is small and operations are closely tied to customer experience.
Key strengths identified include communication, adaptability, and stakeholder engagement. Strong communication skills enable the project manager to clearly convey project goals, updates, and expectations to café staff, vendors, and customers, ensuring everyone is aligned and informed. Adaptability is crucial in a small café setting, where unexpected challenges such as equipment issues, staff absences, or peak-time pressures require quick problem solving and flexible responses. Effective stakeholder engagement allows the manager to involve staff in decision-making, encourage buy in, and maintain positive relationships with suppliers and customers, which is vital in a close-knit village community.
Identified weaknesses include limited experience in vendor contract negotiation and minimal coding knowledge. In a small café, negotiating with technology vendors may be challenging, particularly when trying to secure cost-effective solutions. Similarly, a lack of coding knowledge can limit the manager’s ability to customise or troubleshoot digital tools independently. Recognising these gaps allows the project manager to seek targeted training, mentorship, or support from external experts, ensuring that weaknesses do not impede the successful delivery of the project.
Overall, this self-audit provides a balanced perspective, highlighting strengths that support project success while identifying areas for development to enhance competence and confidence.
6.3. Personal Development Plan (PDP)
Enhance project management capabilities to successfully implement digital systems (ordering, payment, and POS) in a small village café, improving operational efficiency and customer experience while maintaining community-focused service.
2. Strengths to Leverage:
Communication - Use clear, approachable communication to engage staff, vendors, and customers. Regular updates and training sessions will ensure smooth project progress.
Adaptability- Apply flexibility to respond quickly to operational challenges or customer feedback during rollout.
Stakeholder Engagement - Build buy-in from café staff and customers to encourage smooth adoption of new technology.
3. Areas for Development:
Vendor Contract Negotiation- Improve skills to secure favourable agreements for hardware, software, and support services.
Technical Knowledge - Gain basic understanding of digital ordering platforms and POS systems to troubleshoot issues and liaise effectively with vendors.
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A structured yet adaptable approach is essential for delivering digital transformation projects in small hospitality businesses. This report demonstrates that combining PMBOK, PRINCE2, and Agile ensures both governance and flexibility. The success of the café’s project will depend on clear communication, proactive risk management, and ongoing performance monitoring.
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