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This case examines how recurring beverage performance issues were traced beyond execution and reframed as a
decision-system problem.
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OPERATIONAL CONTEXT

The Operating Einvironment

This case is drawn from a high-volume seasonal four-star hotel Food & Beverage operation. The environment is
characterised by compressed seasonal trading windows, high service volume, complex supplier relationships and the
operational pressures typical of full-service hotel F&B at scale.

The case does not examine beverage performance as an isolated commercial issue. It examines the decision conditions
under which beverage performance was managed — the structures, signals, authorities and feedback mechanisms that
determined whether the right decisions could be made, executed and learned from.

€1.3M €300K

Annual F&B Revenue Beverage Revenue

Approx. total Food & Beverage revenue across the operating Approx. annual beverage revenue within the F&B system.

season.
Meals Served Annually High-Volume Seasonal Hotel
Approx. annual meal covers — establishing the volume and Full-service hotel F&B environment with compressed

operational scale. seasonal trading windows.



REVENUE CONTEXT

Operational Scale — Revenue Context

Beverage revenue represents approximately 23% of total annual
F&B revenue. This proportion establishes the operational
significance of beverage decision-making within the broader F&B
system.

The visualisation to the right is a scale reference only. It
establishes the relative weight of beverage within the operating
environment and does not imply margin, profit, ROI, growth or
causal performance attribution of any kind.

Total F&B Revenue Beverage Revenue
Approx. €1.3M annually Approx. €300K annually —
23% of F&B

TOTAL F&B REVENUE
= €1.3M annually

@ BEVERAGE REVENUE - = €300K - = 23% of Total F&B +1

This visualisation establishes operational scale only.
It does not imply margin, profit, ROI, growth or causal
performance attribution.



DIAGNOSTIC ENTRY POINT

The Visible Problem

Recurring operational symptoms were observable across multiple dimensions of beverage management. Individually, each
could have been treated as a discrete operational problem. Taken together, they suggested a deeper issue in the
architecture of decision-making itself.

Residual Inventory Weak Costing Discipline

Seasonal stock consistently remained unsold at close Pricing and cost structures were not reviewed

of the trading period, indicating a misalignment systematically, limiting the team's ability to make
between purchasing decisions and actual demand. informed contribution decisions.

Limited Visibility Inconsistent Commercial Activation
Stock movement and contribution were not Beverage strategy was not consistently translated
monitored with sufficient regularity to support timely into guest-facing execution, reducing the
commercial decisions. commercial impact of assortment decisions.
Supplier Instability Absent Feedback

Delays and assortment disruption created reactive Operational outcomes did not reliably inform
purchasing conditions, weakening the coherence of subsequent purchasing, pricing or activation

the beverage offer. decisions — closing no loop.

The system was not consistently converting operational signals into structured decisions. This observation marks the
transition from conventional performance analysis into Decision Architecture™ diagnosis.




DECISION-SYSTEM DIAGNOSIS

From Performance Symptom to Decision-
System Diagnosis

Central diagnostic question: \X/as beverage underperformance primarily an execution problem — or was execution
being constrained by the way decisions were structured?

Decision Architecture™ moves diagnosis upstream. Rather than asking what the team should have done differently, it asks
what conditions determined whether the right decision could be made, acted upon and learned from.

Signal Decision

Operational and commercial data is observed and Owner and authority clarified; choice is formed
interpreted

Protection Execution

Decision integrity is preserved against distortion or override  Action is taken and escalation pathways are activated

Outcome Feedback

Results are observed against the intention of the decision Outcome data is routed back into the system
Learning Adaptation

Patterns are recognised and encoded into future decision The system updates its structure in response to
conditions accumulated learning

Each stage in this sequence represents a structural condition — not a behavioural instruction. When any node in this chain is
weakly defined, the system's capacity to convert signals into outcomes degrades at that point.

FROM TO

What should the team do differently? What conditions determine whether the right decision can
be made, acted upon and learned from?



THE INTERVENTION

The Intervention

The intervention addressed the decision conditions identified through diagnostic reconstruction. Each component targeted
a specific gap in the decision system — not simply an operational behaviour. The sequence of components reflects the
architecture of the diagnostic, not a ranked priority order.

Stock Visibility

l Weekly stock monitoring increased visibility over inventory movement, residual stock and purchasing
requirements, creating a more reliable signal environment for commercial decisions.

Costing Discipline

2 Cocktail recipes, beverage costs and contribution logic were reviewed more systematically, strengthening the
commercial basis for pricing and assortment decisions.

Assortment and Pricing

3 The wine list and beverage assortment were revised to improve coherence between demand patterns,
contribution expectations and inventory exposure.

Commercial Activation

4 Daily wine pairing, deliberate product positioning and more structured sales activation created stronger
connections between assortment decisions and guest-facing execution.

Staff Capability

5 The service team received greater product knowledge and commercial guidance, improving its ability to
translate beverage strategy into customer interactions with greater consistency.

F'eedback Loop

6 Operational outcomes began to inform subsequent purchasing, assortment and activation decisions more
consistently, closing the gap between execution and organisational learning.



RETROSPECTIVE RECONSTRUCTION

From Operational Condition to Observed

Outcome

The following reconstruction maps the operational conditions present before the intervention, the components of the

intervention itself, and the outcomes observed in retrospect. This is a structured retrospective — not a controlled

experimental comparison.

BEFORE INTERVENTION

e Limited stock visibility across the o Weekly stock visibility and
trading period monitoring

e Residual seasonal inventory at e Systematic costing and
close of season contribution discipline

e Supplier disruption creating e Assortment and pricing redesign
reactive purchasing conditions e Structured commercial activation

o Weak contribution visibility e Staff capability and product

across the beverage range knowledge development
e Inconsistent commercial e Operational feedback loop
activation of the beverage offer estaplished
e Absent feedback between
operational outcomes and

subsequent decisions

OBSERVED OUTCOMES

Improved beverage profitability

Residual seasonal stock
eliminated

Stronger supplier continuity
Greater stock and contribution
visibility

More structured and consistent

beverage activation

Improved alignment between
purchasing, pricing, assortment
and execution

Observed outcomes from a retrospective operational reconstruction. These outcomes should not be interpreted as the

results of a controlled causal experiment. No invented percentages, financial values or performance scores appear in this

section.



CASE DEMONSTRATION

What the Case Demonstrates

Performance drift can originate upstream of execution.

When signals are visible but not converted into clear triggers, when ownership and authority are weakly defined, or
when outcomes fail to influence subsequent decisions, operational problems can persist even when individual execution
Is competent.

— Upstream Causation

The root conditions of performance drift were located in the decision system, not in individual execution failures.

— Signal Conversion

Improving stock visibility transformed raw operational data into actionable decision inputs — a prerequisite for any
structured response.

—> Authority and Ownership

Clarifying who owned each decision, and with what authority, reduced the ambiguity that had allowed problems to
persist without resolution.

— Protected Execution

Decisions required protection from operational drift and informal override to produce observable outcomes.

— Feedback as Infrastructure

The absence of a reliable feedback mechanism had prevented outcomes from becoming organisational learning —
a structural gap, not a behavioural one.

The objective of Decision Architecture™ is not simply to improve individual decisions. It is to design an organisational
system in which relevant signals reach the right decision owner, authority is clear, action can occur within the required
decision window, and outcomes become inputs into future decisions.



DA SIGNATURE SEQUENCE

From Decision to Execution

A technically correct decision is not sufficient. The decision must also be protected from operational drift, conflicting

priorities and informal overrides long enough to produce an observable outcome. Only then can the organisation evaluate

what happened and adapt.

DECISION

The right decision is identified,
owned and authorised. Clarity of
ownership and authority is
confirmed before action begins.

( L] .
Decision

Set a technically
correct objective

\

.

PROTECTION

operational drift during the

interference, override and

The decision is shielded from

execution window. Protection is an

autonomous and structurally

significant stage — not a subset of
execution.

Protection

Safeguard
decision from drift

I

y,

Execution

Carry out with
fidelity

N\

EXECUTION

Action occurs with clarity, alignment
and discipline throughout delivery.
Execution is only possible when
protection has been established.

Feedback

Collect
operational
signals

N @
Outcome
Observe
measurable
results
\_ y,

In the beverage case, decisions about assortment, pricing and activation required active protection from the informal

pressures and reactive purchasing habits that had previously overridden structured intent. Without that protection, even

well-designed decisions failed to produce consistent outcomes.

This sequence is a recurring signature of Decision ArchitectureT™ across all applied research and diagnostic work.



CLOSING THE LOOP

Feedback, L.earning and Adaptation

An outcome only becomes organisational learning when it changes how the next relevant decision is made. Without a

structured feedback mechanism, outcomes remain isolated events rather than inputs into an evolving decision system.

Outcome

The result of a protected decision is
observed and measured with
sufficient clarity to be evaluated.

Next Decision

The adapted system produces a
structurally improved decision
environment for the subsequent
cycle.

behavioural change — it was an architectural one.

Feedback

Outcome signals are returned to the
decision system — to the right
owner, at the right time, in a usable
form.

Learning

The organisation recognises
patterns, causes and opportunities
for improvement from the feedback
received.

Adaptation

The system modifies how it decides

and acts — closing the decision loop
and raising the baseline for the next

cycle.

In the beverage case, the absence of a feedback loop had been a primary structural gap. Outcomes from one season
did not reliably inform purchasing, assortment or activation decisions in the next. Establishing that loop was not a



RESEARCH & EVIDENCE NOTE

Research & Evidence Note

This case is a retrospective operational reconstruction based on real Food & Beverage management experience and
available operational evidence. It is not presented as a controlled causal experiment. Its purpose is to examine an
operational performance problem through the lens of Decision ArchitectureT™ and identify how decision visibility,
ownership, authority, execution and feedback contributed to the observed outcome.

Retrospective No Causal Attribution Anonymised
Reconstruction Observed outcomes are associated The operating organisation, location
The case was developed by with the intervention but are not and personnel are not identified. No
examining operational conditions, presented as causally proven results confidential operational data is
decisions and outcomes after the of specific actions. disclosed.

fact, using available evidence and

professional judgement.

Methodological Purpose (Qualitative Fvidence

The case forms part of the broader empirical Where evidence is qualitative, it is presented qualitatively.
development of Decision Architecture™ — moving the No qualitative observations have been converted into
framework from conceptual foundations toward applied fabricated quantitative metrics.

organisational evidence.

Methodological transparency is presented here as a structural feature of the research, not as a disclaimer. It is intended to
reinforce rather than diminish the credibility of the case.



THE FRAMEWORK

Continuing the Research

Case Study 001 represents one step in moving Decision Architecture ™ from conceptual foundations toward applied
organisational evidence. The broader research programme examines how organisational decision systems influence
operational performance, execution capability and organisational learning.

The Decision Architecture ™ Framework

Decision Rights Demsmn Trlggers Authority Governance

C A&
Who decides what, What activates a The authority needed The structures that
within which boundaries decision and when to act shape decision conditions
Escalation Escalation Protection Execution

When and how to Clear ownership and Shielding decisions from  Acting with clarity,
involve higher levels traceable results interference and override alignment and discipline
Feedb;:k\@ Learmng Learmng Adaptation
Returning outcomes Recognising patterns and Modifying how the Modifying how the

to the decision system causes forimprovement system decides and acts system decides and acts

Future case studies will extend the empirical base of Decision Architecture™ across different organisational contexts,
scales and decision environments. The framework is applied iteratively — each case study refines the diagnostic language
and expands the repertoire of observable decision-system patterns.



[ APPLIED RESEARCH

Access the Full Case Study

The complete case study, including full methodological hotes and the Decision Architecture™ diagnostic reconstruction, is

available on Zenodo. The research is published in open-access format as part of the ongoing empirical development of the
Decision Architecture ™ framework.

Full Case Study Decision Architecture Diagnostic Framework
Complete methodological notes, Explore the conceptual Examine the ten-stage diagnostic
diagnostic reconstruction and foundations, applied research sequence — from Signal through to
evidence framework available on programme and the evolving Adaptation — and its application
Zenodo in open-access format. framework for organisational across operational environments.

decision-system analysis.

View the Full Case Study on Zenodo —

Explore Decision Architecture™ — Explore the Diagnostic Framework —
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