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INTRODUCTION  

This course has been designed to support artisans, craftspeople, self-employed professionals 

and small businesses in strengthening their capacity to adapt to the green and digital transition 

while preserving the quality and identity of  their work. 

Many professionals working in craft and small-scale production already apply sustainable 

principles and innovative practices in their daily activities, often without formally identifying 

them as such. At the same time, rapid technological and environmental changes require new 

competences, tools and ways of  organising work. 

The ACTIVATE learning experience provides a structured yet flexible approach helping you 

analyse your work processes and identify opportunities to improve efficiency, sustainability and 

digitalisation in a practical and realistic way. 

The course does not require advanced technical knowledge and has been designed to be 

accessible to professionals with different levels of  digital experience. 

The learning approach 

ACTIVATE uses a learning-by-doing methodology. The objective is not only to provide 

information, but to help you reflect on your own work and identify practical improvements that 

can be implemented gradually. 

You can follow the material at your own pace and focus on the areas that are most relevant to 

your professional activity. The materials can be used both by individual professionals and by 

trainers, consultants and organisations working with artisans and small businesses. 

ACTIVATE supports artisans, craftspeople and creative micro-enterprises in managing the green 

and digital transition without losing the identity, quality and human value of  handmade work. 

This introductory unit explains the purpose of  the course, the structure of  the learning path 

and the practical use of  the ACTIVATE Roadmap and Toolkit. 

The course is designed as a practical journey. Learners begin by observing their current 

workshop routines, then move through seven connected units that help them reduce waste, 

save time, strengthen customer relationships, organise logistics, protect business data and 

transfer craft knowledge to others. 

1. Green transition and circular economy: practical actions on materials, processes, waste 

loops, packaging and transparent communication. 

2. Digital transformation basics: simple tools for invoicing, records, bookings, cloud 

folders, communication and online safety. 
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3. Digital finance fundamentals: online banking, digital payments, cash-flow control and 

protection from fraud. 

4. Marketing for artisans: storytelling, brand identity, customer journeys, digital 

touchpoints and credible sustainability messages. 

5. Sales and customer service: value-based pricing, stronger offers, repeat customers, 

service quality and customer advocacy. 

6. Logistics and short supply chains: sourcing, delivery, order tracking, lean waste 

reduction and lower-emission distribution. 

7. Light-touch human resource management: roles, mentoring, apprenticeships, skills 

transfer, inclusion and wellbeing in small teams. 

Overall Course Objective 

By the end of  the ACTIVATE course, learners will be able to build a personal transformation 

roadmap for their workshop or craft activity. They will know how to choose realistic green and 

digital improvements, apply simple tools, communicate value credibly and review progress over 

time. 

What Learners Will Explore in Each Unit 

Unit 1: The Green Transition & Circular Economy 

• Analyze existing workshop operations using a simplified 5-Pillar Eco-Framework 

(Materials, Process, Waste Loop, Packaging, Transparency) to identify baseline ecological 

improvements. 

• Implement circular economy practices that eliminate waste, keep resources in circulation 

longer, and reduce environmental impact without sacrificing craft authenticity. 

• Formulate clear, honest, and regulation-compliant marketing messages regarding 

sustainability choices to avoid "greenwashing" claims. 

Unit 2: Digital Transformation Basics 

• Identify and adopt low-cost, high-impact digital tools to automate routine 

administrative tasks (such as invoicing, inventory records, and scheduling). 

• Organize business workflows via secure cloud storage systems to optimize 

collaboration with suppliers, partners, and clients. 

• Execute an essential digital safety check covering password hygiene, multi-factor 

authentication, data backups, and GDPR baseline compliance. 
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Unit 3: Digital Finance Fundamentals 

• Navigate the Fintech and Open Banking ecosystem to optimize daily cash management 

and minimize unnecessary physical bank visits. 

• Integrate modern remote and physical payment acceptance frameworks (such as Smart 

POS, NFC, digital wallets, and QR codes) to enhance the customer buying experience. 

• Detect and mitigate cybersecurity risks, digital financial fraud, and phishing attempts 

to protect micro-enterprise assets. 

Unit 4: Storytelling-Led Marketing 

• Design a compelling brand identity and value proposition centered on heritage, 

provenance, and manual craftsmanship. 

• Map out a localized customer journey using a small, manageable selection of  digital 

touchpoints (social media, simple e-commerce, or niche marketplaces) without exceeding 

daily time constraints. 

• Maintain strict visual and tonal coherence across online channels to turn traditional craft 

value into credible market value. 

Unit 5: Sales & Customer Service Integration 

• Construct an irresistible "Grand Slam Offer" by combining core craft products with 

outcome guarantees, risk reversals, and value bonuses to eliminate buyer hesitation. 

• Evaluate current pricing structures to shift successfully from simple cost-plus pricing to 

value-based pricing models. 

• Apply practical customer service evaluation frameworks (such as SERVQUAL and Net 

Promoter Score) to build a loyal community of  brand advocates. 

Unit 6: Logistics & Short Supply Chains 

• Map micro-enterprise operations against the four core processes of  the SCOR model 

(Plan, Source, Make, Deliver/Return). 

• Diagnose and eliminate the 7 Lean Wastes (Muda) specifically found in manual 

workshop environments (e.g., waiting times, overprocessing, material defects). 

• Deploy the Last-Mile Canvas and the Green Logistics Maturity Ladder to build efficient, 

low-emission local distribution networks. 

Unit 7: Light-Touch Human Resource Management 
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• Draft lightweight role profiles and workforce plans adapted to tiny teams or single-

practitioner creative workshops. 

• Design safe, inclusive, and legally sound apprenticeship or peer-mentoring frameworks. 

• Structure a work-based knowledge-transfer system to pass down subtle, sensory 

manual craft skills (observation, repetition, quality habits) to the next generation under 

modern digital pressures. 

The ACTIVATE Roadmap 

The ACTIVATE Roadmap is a self-assessment and action-planning tool for artisans and micro-

enterprises. It helps learners look at their workshop through two connected lenses: greener 

practice and smarter use of  digital tools. 

Instead of  starting from theory, the Roadmap starts from real work: materials, production, 

administration, customers, payments, logistics, communication, learning and teamwork. It helps 

learners see where time, money, resources or knowledge may be lost and where one small 

improvement could make a visible difference. 

How to Use the Roadmap 

1. Observe your current practice. Choose one product, service or workflow and describe 

how it works today. 

2. Find the friction point. Identify where you lose time, produce waste, repeat mistakes, 

miss information or create customer uncertainty. 

3. Connect it to a course unit. Match the issue with the unit that offers the most useful 

tools or templates. 

4. Choose one action. Start with a small action that can be tested within seven days. 

5. Review the result. Check what changed, what still needs support and what the next 

step should be. 

 

The ACTIVATE Toolkit 

The ACTIVATE Toolkit is a set of  practical resources supporting the implementation of  the 

roadmap for green and digital transition. 

The toolkit includes practical suggestions and examples 

reflection questions tools supporting decision-making resources introducing sustainability and 

digital concepts in simple language.  
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The toolkit does not propose a single model to follow. Instead, it helps you identify solutions 

that fit your specific context, sector and professional objectives.   
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GREEN TRANSITION  

Scope of the Unit  

This unit shows artisans how to apply the green transition in small-scale craft production. It 

focuses on circular economy principles and practical choices in materials, production, waste 

reuse, packaging, product life, collaboration, and transparent communication. 

Learners will see how sustainability can start with small, visible improvements that reduce 

environmental impact, keep resources in use for longer, and strengthen the value of  handmade 

work. The unit introduces a simplified Eco-Framework built around five pillars: materials, 

process, waste loop, packaging, and transparency. Through examples, reflection questions, and 

a circular workshop audit, learners choose feasible improvements, track progress with simple 

indicators, and communicate sustainable choices clearly and honestly to customers. 

Key theoretical elements  

The theoretical basis of  this unit is the transition from a linear “take-make-dispose” model to a 

circular model in which resources are used more efficiently, waste is prevented, and products 

and materials remain in circulation for as long as possible. For artisans, this means rethinking 

everyday choices in design, sourcing, production, packaging, repair, reuse, collaboration, 

customer communication, and simple impact tracking. 

Circular economy. Circular economy is based on three connected principles: eliminating waste 

and pollution, keeping products and materials in use, and regenerating natural systems. In craft 

production, these principles can be applied through careful material selection, low-waste 

design, reuse of  scraps, repair services, durable products, and local collaboration. 

Systems thinking and value chains. Green transition requires artisans to look beyond the 

single product and consider the wider system around it: suppliers, tools, transport, customers, 

repair options, local networks, and end-of-life routes. This helps learners understand that 

sustainability depends on connected decisions across the whole value chain, not only on one 

material or one production step. 

Life-cycle thinking. Sustainability should be considered across the whole life of  a product, 

from raw material sourcing to production, use, maintenance, repair, reuse, recycling, or safe 

disposal. This helps artisans understand where the greatest environmental impacts occur and 

where small changes can create meaningful improvements. 

Resource efficiency and waste prevention. Green transition does not only mean recycling 

waste after it is produced. It also means preventing waste through better planning, efficient 
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cutting or batching, made-to-order production, safer materials, energy-saving processes, and 

product designs that reduce unnecessary consumption. 

Eco-design and circular product design. Eco-design means planning products so that 

environmental impact is reduced from the beginning. In craft production, this can include using 

fewer materials, choosing safer inputs, designing modular or repairable parts, avoiding mixed 

materials that are difficult to recycle, and creating products that are easy to care for, 

disassemble, reuse, or adapt. 

Durability, repairability, and product value. Handmade products can support sustainability 

when they are designed to last, be maintained, repaired, adapted, or emotionally valued by 

customers. Durability strengthens both environmental performance and the perceived value of  

artisan work. 

Sustainable business trade-offs. Artisans often need to balance efficiency, authenticity, and 

scalability. Theoretical understanding of  these trade-offs helps learners see that growth should 

not automatically mean standardisation or loss of  identity. Instead, sustainable development 

can be based on small-scale production, pre-orders, local networks, transparent pricing, and 

clear quality standards. 

Transparency and responsible communication. Sustainable choices become meaningful when 

they are communicated honestly and specifically. Artisans should avoid vague environmental 

claims and instead explain concrete actions, such as reused materials, reduced packaging, repair 

options, local sourcing, or measurable waste reduction. 

Simple measurement and continuous improvement. Sustainability should be monitored 

through small, realistic indicators rather than complex reporting systems. Artisans can track 

practical data such as kilograms of  scraps reused, percentage of  local materials, number of  

repairs completed, packaging reduced, or made-to-order products sold. This supports better 

decisions and makes progress more credible. 

Greenwashing prevention. Responsible communication requires evidence-based, specific, and 

verifiable claims. Packaged should understand the difference between vague claims such as 

“eco-friendly” and concrete statements such as “made with reclaimed fabric” or “packaged 

without plastic”. This strengthens trust and aligns sustainable storytelling with transparency. 

Learning outcomes  

By the end of  this unit, learners will be able to: 

• Explain the main principles of  circular economy and relate them to artisan craft 

production. 

• Use life-cycle and systems thinking to identify sustainability impacts across materials, 

production, use, repair, reuse, and end-of-life. 
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• Identify practical green transition actions in materials, production processes, waste 

reuse, packaging, product life, and collaboration. 

• Assess trade-offs between efficiency, authenticity, and scalability when developing a 

sustainable artisan business. 

• Apply a simplified Eco-Framework to choose realistic improvements and reduce 

environmental impact in a small craft business. 

• Select simple indicators to monitor sustainable improvements and support credible 

communication. 

• Communicate sustainable choices clearly and honestly to strengthen customer trust 

and the value of  handmade work. 

Circular Economy Principles for Craft Production 

This chapter translates circular economy principles into everyday craft decisions. It shows how 

artisans can reduce waste, choose lower-impact materials, extend product life, collaborate 

locally, and communicate sustainable choices in a clear and credible way. 

Circular craft production does not need to start with major changes. It can grow from realistic 

improvements in sourcing, planning, reuse, packaging, product care, and collaboration. 

Together, these choices reduce environmental impact while protecting the cultural and 

economic value of  handmade work. 

Why circular actions matter for artisans 

Many artisans already work in ways that support circular economy principles: they produce in 

small batches, repair objects, value quality, and stay close to their materials. At the same time, 

craft production can still create waste, use energy, and depend on packaging or transport. 

Circular choices help makers reduce these impacts while strengthening local relationships and 

keeping materials in use for longer. 

Materials: choose safer and lower-impact inputs 

Start by considering where each material comes from, how it performs, and what can happen 

to it at the end of  its use. Recycled, upcycled, reclaimed, local, or sustainably certified options 

can lower impact when they are suitable for the product. For dyes, glues, paints, oils, waxes, 

soaps, candles, ceramics, and textiles, safer and non-toxic ingredients should be preferred 

whenever possible. 

Buying local materials can reduce transport emissions and strengthen the local economy. It also 

makes it easier to know how materials are produced and whether suppliers respect 

environmental and ethical standards. A simple material checklist can help artisans decide what 

to buy: Is it recycled or renewable? Is it non-toxic? Can it be reused, repaired, composted, or 

recycled? Is there a local alternative? 
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Production process: prevent waste before it appears 

Circular production starts at the planning stage. Before cutting, mixing, shaping, or assembling, 

artisans can design projects to minimize scraps. For example, textile makers can arrange 

pattern pieces efficiently on the fabric, woodworkers can plan cuts according to board size, and 

jewellery makers can group small components to reduce leftover material. 

Where possible, artisans can use zero-waste patterns, modular designs, and standard sizes. 

Repetitive tasks such as preparation, drying, firing, sewing, finishing, labelling, and packaging 

can be batched to save time and energy. If  production is energy-intensive, artisans can 

gradually switch to LED lighting, efficient equipment, heat pumps, or renewable energy sources 

such as solar panels. 

Waste reuse: turn leftovers into resources 

In a circular workshop, scraps are not treated only as waste. They can become smaller products, 

decorative accents, repair patches, samples, teaching materials, or packaging fillers. Fabric 

offcuts can become appliqués, patchwork pieces, labels, or stuffing. Wood scraps can become 

small accessories, buttons, test pieces, or display elements. Clay, paper, yarn, leather, and metal 

leftovers can also be sorted and reused creatively. 

A practical tool is the “scrap library”: a clearly labelled collection of  leftover materials organized 

by type, colour, size, and possible use. Organic waste such as paper, plant-based dyes, untreated 

wood dust, natural fibres, and biodegradable residues can be composted when safe and 

appropriate. This helps artisans reduce disposal costs and keep materials circulating for longer. 

Packaging and shipping: reduce unnecessary impact 

Packaging should protect the product without creating avoidable waste. Artisans can use 

recycled, recyclable, reusable, or biodegradable packaging and remove unnecessary layers. The 

package should fit the product closely, avoiding oversized boxes and excess filling. Labels, 

thank-you cards, and care instructions can be printed on recycled paper or provided in a 

compact format. 

Shipping can also be improved. Orders can be consolidated when customers buy multiple items, 

and local pick-up or delivery can be offered where possible. For long-distance orders, artisans 

can choose lower-emission options such as carbon-neutral shipping or sea freight instead of  

air freight when timelines allow. Clear communication with customers helps them understand 

why slower or simpler shipping may be the more sustainable choice. 

Product life: design for durability, repair, and care 

A circular product is designed to last. Artisans can choose strong materials, reinforce stress 

points, avoid fragile decorative elements when they reduce usability, and make products easy 
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to clean, maintain, and repair. Simple design decisions, such as replaceable straps, removable 

buttons, modular parts, or visible mending options, can extend the life of  handmade goods. 

Made-to-order production can reduce overproduction and avoid unsold stock. Artisans can also 

provide care cards, repair guides, spare parts, or repair services. This transforms the relationship 

with customers: the product is not disposable, but something to be cared for, renewed, and 

kept in use. 

Sharing and networking: collaborate to close loops 

Circularity is easier when artisans collaborate. Local networks can help makers exchange 

surplus materials, borrow tools, share suppliers, co-organize markets, and learn from each other. 

A “Library of  Things” or shared workshop can reduce the need to buy rarely used equipment. 

Cooperation also helps artisans test new sustainable practices without carrying all the costs 

alone. 

Networking can also improve visibility. Artisans who communicate their circular choices clearly 

can attract customers, partners, and communities interested in ethical and sustainable products. 

The key is to be transparent and specific: instead of  simply saying “eco-friendly”, explain which 

materials are reused, how waste is reduced, or how customers can repair the product. 

Eco-Framework: Simplified Green Transition for 

Artisans 

This lesson introduces a practical Eco-Framework to help artisans make their products and 

processes more sustainable. It focuses on simple actions that reduce waste, improve resource 

efficiency, support responsible communication, and turn green choices into clear, credible 

marketing and storytelling messages. 

For many artisans, the green transition does not require complex systems or large investments. 

It can start with small, visible improvements in materials, production, waste management, 

packaging, measurement, and communication. This framework connects eco-choices explicitly 

to waste reduction, customer trust, marketing, and storytelling. 

The 5 pillars of the Eco-Framework 

Pillar What to do 
Waste reduction 
impact 

Storytelling 
message 

1. Materials 
Choose recycled, upcycled, 
local, natural, or certified 
materials where possible. 

Reduces extraction, 
transport impact, and 
unused stock. 

“Made with 
reclaimed fabric 
from local 
suppliers.” 
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2. Process 

Use efficient cutting, made-
to-order production, 
repairable design, and 
energy-saving tools. 

Reduces scraps, 
overproduction, and 
energy consumption. 

“Every piece is 
produced in small 
batches to avoid 
waste.” 

3. Waste loop 

Collect leftovers, sort 
scraps, reuse offcuts, 
compost natural waste, or 
offer repair services. 

Turns waste into new 
products, resources, or 
longer product life. 

“Our scraps become 
new accessories 
instead of  waste.” 

4. Packaging 

Minimise packaging and 
use recycled, recyclable, 
reusable, or compostable 
options. 

Reduces single-use 
materials and 
unnecessary volume. 

“Plastic-free 
packaging, 
designed to be 
reused or recycled.” 

5. 
Transparency 

Track one or two simple 
indicators, such as waste 
avoided, local materials 
used, or repairs completed. 

Makes progress visible 
and supports better 
decisions. 

“This month, we 
reused 12 kg of  
leftover material.” 

Learners should use the framework as a continuous improvement tool: choose one feasible 

action, test it, measure the result, and communicate the change honestly. This keeps 

sustainability practical for small craft businesses and avoids unsupported environmental claims. 

EXERCISES 

Use the following exercises to reflect on the whole unit and apply its key ideas to your own 

craft practice or business idea. 

1. Choose one product you make or would like to make. Which circular economy principle 

does it already support: eliminating waste, circulating materials, or regenerating 

nature? 

2. Which material in your production creates the most waste or environmental concern? 

Identify one recycled, renewable, local, certified, or lower-impact alternative. 

3. What small change could reduce scraps before production starts, such as better 

cutting layouts, standard sizes, batching, or made-to-order production? 

4. How could one leftover material become a new product, decorative detail, repair 

resource, sample, packaging filler, or teaching material? 

5. What can you change in packaging or shipping to reduce unnecessary impact without 

reducing product protection? 

6. How can you help customers keep, repair, clean, or reuse your product for longer? 

7. Which local network, supplier, artisan, repair service, or shared workshop could help 

you close a material or production loop? 

8. Apply the five Eco-Framework pillars to your product: materials, process, waste loop, 

packaging, and transparency. Write one realistic improvement for each pillar. 
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9. Choose one simple indicator to track your progress, such as waste avoided, local 

materials used, repairs completed, packaging reduced, or products made to order. 

10. Write a short, honest message for customers explaining one sustainable choice in your 

product without using vague claims such as “eco-friendly”. 

REFERENCES  

• Ellen MacArthur Foundation. Circular Economy Principles – presents the three core principles used 

in this unit: eliminate waste and pollution, circulate products and materials, and regenerate nature. 

• European Commission. Circular Economy Action Plan – provides the EU policy framework for 

sustainable product design, waste prevention, reuse, repair, recycling, and keeping resources in the 
economy for longer. 

• OECD. Resource Efficiency and Circular Economy – explains why efficient material use across the 
full life cycle supports environmental protection, supply security, and business competitiveness. 

• UNEP. Sustainable Consumption and Production Policies – frames sustainability as doing more and 

better with less, applying life-cycle thinking, and reducing natural resource use, toxic materials, 

waste, and pollution. 

• European Environment Agency. Circular Economy – highlights the importance of using products 

and materials for longer through better design, repair, refurbishment, repurposing, redistribution, 
remanufacturing, and recycling. 
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DIGITAL TRANSFORMATION  

Scope of the unit  

This unit presents practical digital tools that artisans, craftspeople, and small business owners 

can use to manage daily operations more efficiently while preserving the value of  handmade 

work. 

It focuses on essential competences in business management, communication, collaboration, 

online safety, and data protection, preparing learners to use the project’s digital Roadmap and 

Toolkit with confidence. 

Manual tasks such as paper invoices, stock notebooks, and loose receipts take time away from 

production, creativity, and customer relationships.  

By using simple, low-cost digital solutions, artisans can reduce administrative workload, protect 

business information, and respond more effectively to changing markets. 

Key theoretical elements  

• Digital transformation as a gradual process: digitalisation should start from simple, 

high-impact tasks such as invoices, stock records, bookings, client communication, and 

file organisation. 

• Technology as support for craftsmanship: digital tools do not replace manual skills; 

they help artisans save time, reduce errors, improve visibility, and focus more on creative 

work. 

• Digital business management: structured tools for invoicing, payments, inventory, 

scheduling, and cloud storage make daily operations easier to monitor and improve. 

• Collaboration and communication: shared calendars, cloud folders, task boards, and 

professional messaging help coordinate work with clients, suppliers, partners, and 

teams. 

• Online presence and market access: product photography, social media, e-commerce 

platforms, and clear product descriptions support customer trust and access to wider 

markets. 

• Digital safety and data protection: secure passwords, multi-factor authentication, safe 

payments, backups, and GDPR-aware data handling protect the business and its 

customers. 

• Problem-solving mindset: artisans should learn to identify digital problems, test simple 

solutions, use reliable support sources, and adopt new tools step by step. 



 

ACTIVATE  
16 

Learning Outcomes 

By the end of  this unit, learners will be able to: 

• Explain how digital transformation can support craft businesses without replacing 

craftsmanship or handmade value. 

• Identify digital tools for invoicing, inventory, cloud filing, scheduling, client 

communication, and collaboration. 

• Apply simple digital workflows to reduce paperwork, automate routine tasks, and 

organise business data. 

• Use digital communication and collaboration tools professionally with clients, suppliers, 

partners, and team members. 

• Recognise basic digital safety risks, including phishing, fraud, weak passwords, unsafe 

payments, and poor data protection. 

• Apply basic cybersecurity, data protection, and problem-solving practices in daily 

business operations. 

• Use basic digital marketing, product photography, and e-commerce practices to present 

and sell craft products online. 

• Assess how digital tools can support visibility, online sales, customer trust, new markets, 

resilience, and competitiveness. 

Transitioning from Paper to Digital Business 

Management  

Artisans can replace paper-based administration with simple digital workflows by starting from 

everyday tasks: invoicing, payments, expenses, stock, appointments, client records, cloud filing, 

and document organisation. 

The most useful tools for small craft businesses are affordable, easy to use, and focused on real 

needs. They reduce repetitive administration, make information easier to find and update, and 

help protect business records. 

Learning outcomes 

o Identify paper-based processes that can be improved with digital tools. 

o Select suitable low-cost tools for invoicing, inventory, scheduling, storage, and 

communication. 

o Create a basic invoicing and payment-tracking workflow. 

o Set up a simple digital inventory system for stock, costs, and reorder needs. 

o Use clear folder structures, file names, and cloud backup to organise business 

records. 
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Digital invoicing and payment tracking 

Paper invoices and informal payment notes can lead to missing information, late payments, and 

tax errors. Digital invoicing tools help create professional invoices with templates, numbering, 

client details, tax fields, due dates, and payment terms. 

A basic workflow includes creating the invoice, saving it correctly, sending it to the client, 

tracking the due date, checking payment, and sending a reminder if  needed. Tools may include 

Wave, QuickBooks, Excel, Google Sheets, Invoicera, FattureInCloud, or local equivalents. 

Digital inventory control 

Inventory is often managed through notebooks, shelves, or memory, which can cause over-

purchasing, stock shortages, and unclear costs. A spreadsheet or simple inventory app makes 

stock visible and easier to control. 

A basic inventory log should include item name, SKU or code, category, supplier, quantity, unit 

cost, reorder threshold, location, and notes. This helps artisans know when to reorder materials 

and prepare clear accounting records. 

Choosing business management tools 

Tool category Examples Main purpose 

Accounting and 

invoicing 

Wave, Excel, QuickBooks, 

FattureInCloud 

Track income, expenses, taxes, invoices, 

and payments. 

Inventory Excel, Google Sheets, Sortly, 

Zoho Inventory 

Monitor materials, finished products, 

costs, and reorder needs. 

Scheduling Google Calendar, Outlook 

Calendar, Calendly 

Manage appointments, workshops, 

delivery dates, and reminders. 

Communication Email, WhatsApp Business, 

Slack, Teams 

Organise client messages, supplier 

communication, and team updates. 

Cloud storage Google Drive, OneDrive, 

Dropbox 

Store, back up, and retrieve documents 

from different devices. 

Choose tools based on ease of  use, cost, device compatibility, and data export options. Start 

with one or two priority areas before adopting more tools. 

The “zero paper” folder system 

A zero-paper system replaces scattered files, receipts, and photos with clear master folders 

such as Clients, Suppliers, Invoices, Receipts, Orders, Inventory, Tax Documents, Marketing, and 

Legal Documents. 
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Use consistent file names with date, client or supplier, document type, and number, for example: 

2026_03_15_RossiCeramics_Invoice_024. 

Cloud synchronisation and data protection 

Cloud services such as OneDrive, Google Drive, or Dropbox back up documents automatically 

and allow access from different devices. This reduces the risk of  losing invoices, client records, 

supplier contacts, and tax documents. 

Use strong passwords, multi-factor authentication, careful sharing permissions, and monthly 

checks of  folders, backups, invoices, and inventory records. 

Digital financial literacy 

Digital tools also support financial decisions. Learners should record product costs, labour time, 

selling price, payment method, platform fees, taxes, and profit margin. This helps identify which 

products are sustainable and which prices need adjustment. 

A simple spreadsheet can track income, expenses, stock purchases, digital payments, and 

reinvestment needs. Even basic financial records help artisans plan materials, marketing, tax 

preparation, and growth. 

Digital Collaboration and Client Communication 

Learners develop the digital communication and collaboration skills needed to work 

professionally with clients, suppliers, partners, and team members. The focus is on shared 

calendars, cloud folders, collaborative documents, task boards, online feedback, digital 

etiquette, accessibility, and professional online identity. 

Learning outcomes 

o Apply basic collaboration tools, such as shared calendars, cloud folders, collaborative 

documents, and task boards, to organise work with others. 

o Manage online reviews, comments, and customer feedback in a constructive way that 

protects the reputation of  the business. 

o Recognise cultural, generational, and accessibility differences that may influence digital 

communication with clients and partners. 

o Maintain a consistent professional digital identity across communication channels, 

including business email, messaging profiles, social media pages, and online 

marketplaces. 

Effective collaboration depends less on using many applications and more on using a few 

shared systems consistently. Clear communication, organised files, and agreed responsibilities 

help artisans coordinate work and present a reliable business image online. 

Using basic collaboration tools 
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Shared calendars plan appointments, workshops, deliveries, and deadlines. Cloud folders store 

the latest files. Collaborative documents support joint editing. Task boards clarify actions, 

responsibilities, and due dates. 

A simple system may include one shared calendar, one client-order folder, one planning 

document, and one task board. The key is that everyone knows where information is stored 

and what action comes next. 

Managing reviews, comments, and customer feedback 

Reviews and comments influence customer trust. Monitor the main channels where clients leave 

feedback, such as social media, online marketplaces, Google Business Profiles, email, and 

messaging apps. 

Respond promptly and politely. Thank positive reviewers. For negative comments, acknowledge 

the issue, explain what will be checked or improved, and continue privately when needed. 

Communicating across cultural, generational, and accessibility differences 

Clients may differ in language, tone, formality, response-time expectations, technology 

confidence, and accessibility needs. Clear, respectful communication reduces 

misunderstandings. 

Use short paragraphs, plain language, clear prices, delivery details, and next steps. Do not place 

essential information only inside images or videos. 

Maintaining a consistent professional digital identity 

Digital identity includes the business name, email, profile names, logo, photos, descriptions, 

tone of  voice, prices, policies, and contact details. Consistency helps clients recognise and trust 

the business. 

Check that email signatures, messaging profiles, social media biographies, websites, 

marketplace shops, and customer documents use the same essential information and visual 

style. 

Social media and visual storytelling 

Social media helps artisans show products, processes, values, and customer stories. Instagram, 

Pinterest, TikTok, Facebook, and WhatsApp Business can support visibility, local engagement, 

direct enquiries, and trust when they match the audience and the artisan’s available time. 

Useful content includes product photos, short process videos, customer testimonials, workshop 

moments, care instructions, and short explanations of  the story behind the craft. Consistency 
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matters more than volume: a simple weekly content plan is often enough to build recognition 

and trust. 

Product photography and visual content 

Good product images improve online trust and help customers understand quality, colour, 

texture, size, and use. A smartphone is sufficient for most beginners. Learners should use 

natural light, neutral backgrounds, multiple angles, close-up details, and one photo showing 

the product in use. 

Images should be clear, correctly cropped, and light enough for websites or marketplaces. 

Product descriptions should match the images and include materials, dimensions, care 

instructions, price, delivery options, and any customisation limits. 

E-commerce and online marketplaces 

Online marketplaces and simple web shops can help artisans reach customers beyond local 

fairs and direct contacts. Platforms such as Etsy, Shopify, Amazon Handmade, local 

marketplaces, or a simple website can be used to test online selling with a small number of  

products. 

A basic online listing should include a clear title, searchable keywords, accurate description, 

good images, price, shipping information, stock availability, return conditions, and expected 

response time. These elements reduce misunderstandings and support customer confidence. 

Digital Safety and Problem Solving 

Learners are introduced to essential digital safety and problem-solving practices for working 

online. Key topics include phishing, fraud, weak passwords, unsafe links, device loss, online 

banking risks, customer data protection, and basic troubleshooting. 

Digital safety is an everyday part of  business management. Smartphones, laptops, email, social 

media, cloud folders, online banking, and digital payments all need basic protection to prevent 

data loss, fraud, and service disruption. 

Basic cybersecurity foundations 

Protect devices with a password, PIN, fingerprint, or face recognition. Keep software updated, 

use built-in security tools, and back up important files through cloud storage or an external 

copy. 

Key digital assets include email accounts, social media profiles, marketplace accounts, online 

banking, invoices, client records, product photos, and supplier documents. 
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Recognising phishing, scams, and fraud 

Phishing messages pretend to come from trusted sources, such as banks, delivery companies, 

marketplaces, tax offices, clients, suppliers, or payment platforms. They usually ask the user to 

click a link, open an attachment, confirm details, or make an urgent payment. 

Warning signs include mismatched sender addresses, strange links, unexpected attachments, 

urgent language, secrecy requests, and unusual payment instructions. Verify suspicious requests 

through a known contact channel. 

Passwords, password managers, and multi-factor authentication 

Use long, unique passwords for email, banking, cloud storage, social media, and marketplace 

accounts. Do not reuse passwords or keep them on visible notes. 

A password manager can create and store strong passwords. Multi-factor authentication adds 

a second login step, making account access safer even if  a password is stolen. 

Secure digital payments and online banking 

Use official apps or typed web addresses for banking and payment platforms. Avoid links in 

unexpected messages and check payment details before confirming transactions. 

A safe payment routine includes separate business accounts where possible, secure providers, 

transaction alerts, limited account access, and organised digital receipts. 

Data protection and GDPR basics 

Customer names, phone numbers, email addresses, delivery addresses, orders, invoices, 

payment references, and workshop registrations are personal data. Under GDPR principles, data 

should be collected for a clear purpose, kept accurate, protected, and deleted when no longer 

needed. 

Collect only necessary data, limit access, avoid casual sharing of  client lists, store files securely, 

and review old records regularly. 

Developing a digital problem-solving mindset 

When a digital problem occurs, define it first: what is not working, when it started, which tool 

or device is involved, and what error message appears. 

Then test simple solutions: restart the device, check the internet connection, update the app, 

verify login details, search the official help centre, or try another device. Treat issues involving 

payments, customer data, or account access as urgent. 
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Optional advanced tools 

Some artisans may later explore advanced tools such as CAD, 3D printing, laser cutting, CNC 

machines, CRM systems, email newsletters, analytics, or AI-assisted writing and design. These 

tools are not essential for every craft business, but they can support prototyping, customer 

management, product development, marketing, and time saving when there is a clear business 

need. 

Exercises  

Exercise 1: Digitise one paper process 

Choose one paper-based process, such as invoices, receipts, stock, bookings, or client 

orders. 

1. Describe the current process in three steps. 

2. Identify the main problem, such as lost papers, slow updates, repeated mistakes, or 

hard-to-find information. 

3. Choose one simple tool, such as Excel, Google Sheets, a calendar app, an invoicing 

app, or a cloud folder. 

4. Create one digital version: an invoice template, stock table, booking calendar, or 

receipt folder. 

5. Decide one action to complete this week. 

Exercise 2: Improve one client channel 

Choose one channel: email, WhatsApp Business, Instagram, Facebook, an online marketplace, 

or a website. 

1. Check that the business name, contact details, opening hours, and product description are 

clear. 

2. Identify one client difficulty: unclear prices, missing delivery information, slow replies, or 

hard-to-read messages. 

3. Prepare one improvement: a reply template, clearer profile text, email signature, or review 

response. 

4. Save it for reuse. 

Exercise 3: Complete a digital safety check 

Use this checklist for one device and one business account: 

1. Check that the device is locked with a password, PIN, fingerprint, or face recognition. 

2. Update the device, browser, and main business apps. 

3. Check that important files are backed up. 

4. Turn on multi-factor authentication for one key account. 

5. Review one suspicious message and identify two warning signs. 

Final output: A seven-day action plan with four commitments: one tool to start using, one 

communication improvement, one product visibility action, and one weekly safety habit. 
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DIGITAL FINANCE FUNDAMENTALS  

Scope of the unit  

This unit provides artisans, small producers, and micro-entrepreneurs with practical and 

strategic guidance to understand and adopt digital finance tools. As bank branches decrease 

and consumer habits become more digital, financial digitalisation is essential for 

competitiveness and business continuity. 

The unit removes technical and terminology barriers by helping artisans: 

• Optimise daily cash and accounting management without visiting a bank branch. 

• Modernise collection and payment systems by offering flexible customer solutions, such 

as mobile payments, advanced POS systems, and digital wallets. 

• Understand and reduce cybersecurity and online fraud risks, protecting business assets 

and customer data. 

Key theoretical elements  

The training pathway for artisans is structured around seven key knowledge areas from the 

digital finance ecosystem: 

• Digital Financial Concepts: Understanding the Fintech ecosystem, Open Banking, and 

the shift from traditional retail banking to digital banking. 

• Enabling Infrastructure and Technologies: Understanding the basic systems that 

enable transactions, such as internet networks, wireless connectivity, and API interfaces. 

• Financial Products and Services: Identifying and using online accounts, prepaid cards, 

e-wallets, and alternative financing platforms. 

• Payment Collection Solutions: Managing physical and remote payment acceptance 

methods, including Smart POS, NFC, and QR codes. 

• Money Planning and Management: Using digital tools for business budgeting, cash 

flow analysis, and basic investment assessment. 

• Cybersecurity: Understanding device protection protocols, encryption, two-factor 

authentication, and threat recognition, including phishing and malware. 

• Use Contexts and Regulations: Knowing when and how to use specific tools in line 

with current rules that protect consumers and markets, such as PSD2 and MiFID II. 

Learning Outcomes 

By the end of  this unit, learners will be able to: 
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• Interpret and apply digital and advanced financial terminology correctly within their 

business. 

• Set up and manage online business current accounts independently, carrying out 

transfers, bill payments, and tax payments while reducing time and management costs. 

• Implement and optimise the most suitable electronic payment channels for their 

business model, improving the customer purchasing experience in the workshop and on 

the move, such as at fairs and markets. 

• Adopt safe digital behaviours by creating a protected IT environment on business 

devices, including PCs, smartphones, and tablets, and knowing how to respond to online 

fraud attempts. 

• Assess alternative financing and saving sources, such as digital lending and 

crowdfunding, to support growth, product launches, or innovation in craft production. 

Introduction to Digital Finance and Online Banking  

This unit introduces digital finance and online banking for artisans, craft workers, and micro-

businesses. As bank branches decline and services move online, digital financial skills help 

businesses save time, reduce costs, and stay competitive. 

Learners build the vocabulary and practical confidence needed to manage business accounts 

online, understand Open Banking, and compare digital services with traditional banking. 

Learning Outcomes 

By the conclusion of  this unit, the artisan will be able to: 

• Define and differentiate core industry concepts, including Digital Finance, Fintech, 

Retail Banking, and Digital Banking. 

• Contrast the functional and structural parameters of  traditional banking against 

multichannel and omni-channel digital banking environments. 

• Explain the principles of  Open Banking and the Revised Payment Services Directive 

(PSD2), identifying how data-sharing frameworks can optimize cash flow oversight. 

• Navigate and initiate the digital business environment, detailing the required criteria 

for opening online accounts, executing transfers, paying state or utility bills, and 

executing remote credit inquiries. 

Core Concepts and the Fintech Ecosystem 

• Digital Finance: This encompasses the overarching digitization of  the financial sector, 

where financial services and transactions are delivered through internet-based software, 

mobile applications, and cloud computing platforms. For an artisan, it translates to 

managing raw material invoicing, client tracking, and funding allocations entirely on a 

digital screen. 
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• Fintech (Financial Technology): Fintech refers to technological innovation applied 

explicitly to financial services. Fintech companies are agile, non-traditional software or 

tech entities that design unbundled financial solutions—such as automated accounting 

interfaces, alternative peer-to-peer lending, and instant invoice discounting—competing 

directly with or enhancing traditional banking models. 

• Retail Banking vs. Digital Banking: Retail banking represents mass-market banking 

targeted at individuals and small businesses, traditionally reliant on physical branch 

offices, paper documentation, and manual verification. Digital banking removes the 

physical constraint, executing all core depository and credit operations via secure digital 

portals, eliminating the time lost waiting in physical queues. 

• Multichannel vs. Omni-channel Frameworks: * Multichannel: The financial institution 

offers multiple distinct interaction paths (e.g., an ATM, a web browser portal, and a 

physical branch), but these paths operate on separate data silos, meaning a transaction 

started on one may not seamlessly update on another. 

o Omni-channel: A fully integrated infrastructure where all digital and physical 

channels synchronize in real-time. If  an artisan updates business profile 

information on a smartphone application, the change instantly populates across 

the bank’s entire web and backend systems. 

Open Banking and the Legislative Catalyst (PSD2) 

• Understanding Open Banking: Historically, financial data regarding an artisan’s 

transaction history, credit behavior, and sales volumes belonged strictly within the vaults 

of  their primary bank. Open Banking is a secure banking practice that flips ownership 

of  this data back to the business owner. Through secure Application Programming 

Interfaces (APIs), artisans can consent to share their financial data securely with third-

party software providers. 

• The Strategic Role of  PSD2: The Revised Payment Services Directive (PSD2) is the 

European regulation governing this space. It mandates that banks must grant authorized 

third-party providers secure access to account information and payment initiation 

systems upon the customer's request. 

• Practical Utility for Artisans: Under PSD2, an artisan can integrate their corporate bank 

account directly into cloud-based accounting software. This software can automatically 

pull daily bank statements, reconcile pending client invoices, and pre-populate corporate 

tax returns without manual data entry, eliminating human error and cutting bookkeeping 

hours by half. 

Navigating the Online Banking Environment 

Transitioning to an online or digital-first account requires understanding the interface, specific 

tools, and operational workflows that replace physical bank visits: 
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• Account Creation and Onboarding: Opening a digital business account requires digital 

identity verification (such as SPID, Electronic ID, or video-identification protocols), 

company registration certificates, and tax identification numbers. Once verified, the 

business is granted a digital vault where user access rights can be granularly controlled 

(e.g., giving an accountant "read-only" access to download statements while restricting 

transfer privileges). 

• Payment Invoicing and Bill Settlements: Online banking dashboards integrate 

standardized digital payment modules. Artisans can execute single or bulk SEPA (Single 

Euro Payments Area) transfers to domestic and international suppliers. Furthermore, 

state taxes, corporate municipal duties, and public utility bills can be settled directly via 

digital invoice frameworks (e.g., PagoPA, F24 digital forms, or direct debit mandates), 

creating an instant, immutable digital receipt trail. 

• Fund Transfers and Real-Time Tracking: Unlike traditional wire transfers that take days 

to clear, digital banking structures favor instant transfers, allowing funds to settle within 

seconds. This drastically accelerates supply chains, as material providers can verify 

payment instantly and dispatch leather, timber, precious metals, or machinery 

components immediately. 

• Credit Inquiries and Digital Lending: If  an artisan requires working capital to purchase 

equipment or fulfill a large holiday order, digital banking platforms streamline the credit 

request process. By evaluating the artisan's real-time digital transaction history rather 

than demanding exhaustive historical paper assets, integrated digital underwriting tools 

can issue small business loan approvals or overdraft extensions within hours instead of  

weeks. 

Electronic Payment Methods, POS Solutions, and 

Digital Wallets for Customers 

This unit helps artisans understand today’s electronic payment options and choose tools that 

fit their business. 

It explains POS terminals, NFC, QR codes, digital wallets, and prepaid cards, showing how they 

reduce cash handling, speed up sales, and improve the customer experience in workshops, 

markets, and fairs. 

By the conclusion of  this unit, the artisan will be able to: 

• Identify and classify primary alternative and electronic payment tools, mapping out how 

they function within a modern merchant infrastructure. 

• Explain the technical mechanics of  contactless payments, distinguishing between Near 

Field Communication (NFC) radio-frequency fields and optical Quick Response (QR) code 

matrix architectures. 
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• Evaluate and implement diverse Point-of-Sale (POS) systems, determining the financial 

and operational tradeoffs between traditional, Smart, and Mobile POS solutions. 

• Integrate digital wallets and prepaid cards into business workflows, maximizing 

transactional security while streamlining payment authorization steps for clients. 

The Shift to a Cashless Economy and Alternative Payments 

• The Cashless Macro-Trend: Global commerce is progressively minimizing its reliance 

on physical currency due to demands for higher transparency, speed, and accounting 

efficiency. For an artisan, embracing a cashless framework minimizes administrative 

overhead, eliminates the risk of  accepting counterfeit banknotes, reduces time-

consuming daily cash reconciliations, and prevents loss from theft. 

• Defining Alternative Payment Methods (APMs): APMs comprise any financial 

transaction executed without utilizing physical cash or traditional, legacy paper checks. 

Instead, they leverage electronic networks, secure banking portals, and tokenized 

credentials to transfer value instantly from a buyer’s account to the artisan’s ledger. 

Proximity and Mobile Payments: NFC and QR Codes 

Modern customer interactions rely heavily on proximity technologies that eliminate the 

necessity of  physically handling a credit card or exchanging plastic assets. 

• Near Field Communication (NFC) Systems: NFC is a short-range wireless connectivity 

standard that operates via electromagnetic radio fields. It enables communication 

between two enabled devices (such as an NFC-compatible payment terminal and a 

smartphone or contactless credit card) when brought within approximately 4 

centimeters of  each other. 

o Operational Workflow: The payment terminal broadcasts an encrypted request; 

the user passes their device or card over the sensor; credentials are exchanged 

securely via unique tokenized cryptographic packets, authorizing the purchase 

instantly without requiring a physical swipe or insertion. 

• Quick Response (QR) Code Architectures: Unlike the radio-based mechanism of  NFC, 

QR codes function as two-dimensional optical barcodes capable of  storing dense data 

arrays. 

o Operational Workflow: The artisan generates a static or dynamic QR code 

displayed on a counter, invoice, or phone screen. The customer scans this code 

using their mobile phone camera through a banking or payment application. The 

app reads the encoded merchant data, pre-fills the payment sum, and executes 

a push-payment transfer directly via cloud networks. This provides a highly cost-

effective payment setup for mobile artisans at craft fairs since it requires no 

physical terminal hardware. 
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Point-of-Sale (POS) Solutions for the Workshop 

To accept electronic card payments locally, artisans must deploy an appropriate Point-of-Sale 

infrastructure. Choosing the right architecture depends entirely on business mobility and 

volume: 

• Traditional/Desktop POS: Wired hardware appliances tied directly to a fixed location 

and standard telecommunication or local Ethernet lines. These are highly reliable for 

high-volume brick-and-mortar storefronts but lack the mobility required for traveling 

crafters. 

• Mobile POS (mPOS): Ultra-portable, compact card-reading devices that connect 

wirelessly via Bluetooth to an artisan’s existing smartphone or tablet. The smartphone 

acts as the internet gateway (using cellular data or Wi-Fi) and handles the interface, 

while the mPOS device reads the card chip or handles the contactless tap. This structure 

features low upfront hardware costs and pay-as-you-go transaction pricing, making it 

ideal for micro-businesses. 

• Smart POS: Advanced, standalone Android-based payment terminals featuring built-in 

touchscreens, thermal receipt printers, and integrated cellular SIM cards. Beyond merely 

executing payments, Smart POS devices can host business software applications, 

enabling artisans to manage live workshop inventory, track raw materials, and issue 

digital invoices directly from the terminal. 

Digital Wallets and Prepaid Frameworks 

• Digital Wallets (E-Wallets): Software applications (such as Apple Pay, Google Wallet, or 

PayPal) that securely store virtualized versions of  a user's credit, debit, or bank accounts 

on an encrypted device. 

o Security via Tokenization: E-wallets offer superior security because they employ 

tokenization. When a customer pays an artisan via an e-wallet, the software never 

shares the actual card numbers. Instead, it generates a single-use, randomized 

digital token for that specific transaction. If  a malicious entity intercepts the data, 

the token is completely useless, protecting the client's financial data. 

• Prepaid Cards: Financial cards loaded with a specific, finite sum of  money independent 

of  a standard checking account. Artisans benefit from accepting prepaid cards because 

they carry guaranteed funds (transactions cannot clear if  funds are insufficient, 

preventing overdraft rejections). Furthermore, artisans can use corporate prepaid cards 

to safely manage business travel expenses, buy supplies online, and cap spending limits 

for studio apprentices. 
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Cybersecurity, Data Protection, and Digital Cash Flow 

Management 

This unit helps artisans protect their digital financial environment and manage cash flow more 

effectively. 

Learners explore common cyber risks, safe digital habits, and practical tools for budgeting, 

tracking income and expenses, and assessing small workshop investments. 

By the conclusion of  this unit, the artisan will be able to: 

• Identify and neutralize primary cybersecurity vulnerabilities, including social 

engineering scams (phishing), malicious software (malware, viruses, trojans), and 

unsecured communication networks (WLAN). 

• Implement robust defense mechanics across corporate devices using Secure Browser 

configurations, Advanced Encryption standards (WPA2/WPA3), Password Vaults, and 

Strong Customer Authentication (2FA/MFA). 

• Apply data protection principles to financial records, mitigating compliance risks and 

protecting client transaction logs from external exploitation. 

• Construct and analyze digital budgets and cash flow sequences, leveraging cloud 

software to compute financial metrics like Net Present Value (NPV) and Internal Rate of  

Return (IRR) for workshop investments. 

The Threat Landscape: Cybersecurity Risks in Digital Finance 

• The Paradigm Shift in Trust: In traditional banking, security relies on physical vault 

structures and bank personnel. In digital finance, security is a shared responsibility. The 

artisan must actively build a hardened technical perimeter because cybercriminals target 

the human element and weak device configurations rather than the bank’s central 

mainframe. 

• Social Engineering and Phishing: Phishing is a fraudulent practice where malicious 

entities send deceptive communications (emails, SMS, or instant messages) designed to 

look like official alerts from trusted institutions (e.g., tax authorities or primary banks). 

The objective is to trick the artisan into revealing critical credentials like PINs, account 

passwords, or token codes. 

• Malicious Software (Malware): 

o Viruses and Worms: Self-replicating programs that infiltrate devices, corrupt 

operational accounting files, and spread through network connections or shared 

storage drives. 

o Trojans: Malicious files disguised as legitimate software (e.g., a free PDF reader 

or invoice template). Once downloaded, they execute harmful operations in the 

background, such as logging keystrokes to steal bank passwords. 
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• Unsecured Communication Infrastructures (WLAN Risks): Public or unencrypted Wi-Fi 

networks allow malicious parties to intercept data passing through the air. If  an artisan 

accesses online banking while connected to an unsecured public hotspot at a craft fair, 

attackers can copy their data in real time. 

Shielding the Digital Workshop: Security Tools and Frameworks 

• Device Hygiene and Browser Security: Artisans must keep all operating systems 

(Windows, iOS, Android) and web browsers updated. Software updates frequently patch 

critical security holes. Browser security configurations should block automatic pop-ups, 

disable credential auto-save on shared computers, and enforce HTTPS encryption 

protocols on all visited financial websites. 

• Hardening Network Access (WLAN Protection): Local workshop Wi-Fi networks must 

be hidden from public view and protected using modern encryption protocols like WPA2 

or WPA3. Default router administration passwords must be changed immediately upon 

installation. 

• Advanced Access Control (Passwords and MFA): 

o Password Resilience: Passwords must avoid predictable words or patterns and 

contain a mix of  uppercase letters, numbers, and special symbols. Each business 

platform must use a unique password, safely stored in an encrypted password 

manager rather than written on paper. 

o Multi-Factor Authentication (MFA/2FA): This security framework requires two 

distinct pieces of  evidence to grant system access: something you know (a 

password) and something you have (a dynamic code sent to a verified 

smartphone, a fingerprint, or a facial scan). Even if  an attacker steals an artisan's 

password, they cannot access the account without this second, physical 

authentication factor. 

Digital Cash Flow and Budget Management 

Security prevents capital loss, while digital cash flow management ensures steady business 

growth. Moving away from manual ledgers allows artisans to optimize their financial resources: 

• Digital Cash Flow Reconciliations: Digital banking and cloud accounting software 

provide automated tracking of  incoming revenue and outgoing expenses. Instead of  

waiting until the end of  the month to balance the books, software synchronizes with 

bank accounts daily, giving artisans an accurate snapshot of  their available cash. 

• Digital Budgeting: A digital business budget helps artisans categorize fixed expenses 

(workshop rent, insurance), variable inputs (raw materials like wood, metal, leather), and 

tax obligations. This tracking helps avoid sudden cash shortages and helps the business 

prepare for seasonal sales fluctuations. 
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• Evaluating Workshop Investments (Time Value of Money): When an artisan considers 

purchasing expensive new equipment (such as a modern laser cutter or a high-capacity 

kiln), digital tools help calculate if  the investment makes long-term financial sense: 

o Net Present Value (NPV): A formula that calculates the current value of  all future 

cash returns the new machine will generate, minus the initial cost of  the 

equipment. A positive NPV proves the investment will add net value to the 

business. 

o Internal Rate of  Return (IRR): This metric estimates the specific interest rate or 

yield the investment will generate over time. Comparing the IRR against standard 

borrowing costs allows artisans to make smart, data-driven decisions about 

expanding their workshops. 

Exercises  

Exercise: Choosing the right digital finance tools 

Ask learners to work individually or in pairs. They should imagine they run a small craft business 

that sells products in a workshop, online, and at local fairs. Their task is to choose two digital 

finance tools that would improve daily operations. 

• Select one payment solution, such as POS, mobile POS, QR payment, or digital wallet. 

• Select one management or security solution, such as online banking, budgeting software, 

password manager, or multi-factor authentication. 

• Explain why each tool is useful, what cost or risk it may involve, and how it would 

improve customer service or business control. 

Close the activity with a short group discussion comparing the choices and identifying one 

immediate action each learner could take in their own business. 
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MARKETING  

Scope of the unit  

A customer sees two similar handmade products. One is technically excellent but difficult to 

understand online. The other immediately explains who made it, where it comes from, why the 

materials were chosen, how it fits the customer's life, and what makes it worth remembering. The 

difference is not craftsmanship. It is marketing clarity. 

This unit treats marketing not as constant promotion, paid advertising or the pressure to be visible on 

every platform. It is a practical, storytelling-led system for artisans, makers, craft-based micro-

enterprises and self-employed workers who have limited time, limited budgets and a strong need to 

protect the authenticity of their work. The focus is on understanding the right customer, positioning 

the craft clearly, building a recognisable brand, choosing a small number of digital touchpoints, and 

communicating sustainability and heritage with evidence rather than slogans. 

The structure follows the ACTIVATE Roadmap and Toolkit logic: observe current practice, identify 

where communication is weak or confusing, choose one manageable improvement, test it, and review 

the result. The unit is therefore designed to produce usable outputs - a customer profile, a positioning 

statement, a craft story, a digital touchpoint map, a credible sustainability message and a simple 
marketing roadmap - rather than a collection of disconnected marketing terms. 

Key theoretical elements 

By the time you finish, you will be familiar with: 

• Customer insight and craft-consumption motives - why different customers value uniqueness, 

function, provenance, design, sustainability, personalisation or cultural meaning in different 

ways. 

• Segmentation, targeting and positioning (STP) - how to stop marketing to “everyone” and 

choose the customers for whom your craft creates the strongest value. 

• The ACTIVATE Craft Customer Canvas - a practical buyer-persona tool based on needs, 

motivations, buying context, barriers, trusted channels and proof required. 

• Value proposition design - connecting product features to customer benefits, emotional 

meaning and credible proof. 

• Craft storytelling - maker, process, materials, place, purpose and impact as a structured story 

rather than random “about me” content. 

• Brand identity - promise, tone of voice, visual coherence and proof points that make a small 

workshop recognisable across physical and digital touchpoints. 
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• Customer Journey and Digital Touchpoint Mapping - using a manageable set of channels across 

awareness, interest, consideration, purchase and loyalty. 

• Content pillars and customer-friendly product communication - what to show, what to explain 

and what action to invite next. 

• Responsible use of AI-assisted drafting and planning - saving time while keeping human 

review, factual accuracy and the maker’s authentic voice. 

• Credible sustainability and heritage communication - specific claims, supporting evidence, 

provenance, durability, repairability and local value without greenwashing. 

• A simple marketing KPI dashboard and PDCA review cycle - measuring a few useful signals 

and improving one step at a time. 

Know Your Customer, Position Your Craft and Tell Your 

Story 

Mila makes hand-printed textiles in Sofia. At fairs she explains her work beautifully: where the 

pattern comes from, why she chooses a certain fabric, and how much time each print requires. Online, 

however, her profile says only “handmade textile products” and shows finished pieces with prices. 

Customers who meet her in person understand the value. Customers who discover her online see a 

product category. 

Marketing begins by closing that gap. The first task is to understand who is most likely to value the 

work, what they are trying to achieve, and what evidence helps them trust a handmade offer. The 

second task is positioning: expressing why this craft is meaningfully different from mass-produced, 

generic or competing alternatives. The third task is story: translating the maker's knowledge into 
language a customer can understand, remember and repeat. 

Customer needs, craft-consumption motives and competitor awareness 

Successful marketing starts with people rather than products. Artisans understandably focus on 

quality, technique and materials because these are the areas they control every day. Customers, 

however, evaluate the same product through a wider lens. They may be looking for a useful object, a 

meaningful gift, a connection to place, a unique design, a durable alternative to disposable goods, a 

piece of cultural identity, or the experience of buying directly from a maker. 

The practical question is not “Who could buy this?” but “Who has the strongest reason to choose 

this rather than another option?” That shift is important for micro-enterprises because time is scarce. 

A narrower, better-understood audience normally produces clearer messages, more relevant channels 

and less wasted effort than trying to reach everyone. 
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Customer motive What the customer may really value Evidence an artisan can show 

Function Fit for a specific use, size, space or routine Dimensions, use examples, demonstration, 

care information 

Uniqueness Something personal, limited or not mass-

produced 

Limited edition, customisation options, 

numbered piece, maker signature 

Quality and durability Confidence the product will perform and last Material details, construction method, 

care/repair offer, close-up process images 

Place and heritage Connection to a region, technique, tradition 

or cultural story 

Provenance, workshop location, documented 

technique, respectful explanation of origin 

Sustainability Lower-impact or more responsible 

consumption 

Specific sourcing, waste-reduction, 

repairability or packaging practices with 

evidence 

Human connection Trust in the person and values behind the 

product 

Maker story, workshop images, direct 

communication, customer testimonials 

 

Practical insight 

For a micro-enterprise, competitor awareness does not mean producing a large market report. It 

means knowing what the customer could choose instead: a mass-produced alternative, another 

artisan, a second-hand option, a local shop, or simply “buy nothing”. Positioning becomes 
stronger when you understand the real alternative. 

 

Segmentation, targeting and the ACTIVATE Craft Customer Canvas 

Segmentation groups customers with similar needs or buying situations. For a craft business, useful 

segments may be local residents, tourists, collectors, gift buyers, environmentally conscious 

consumers, interior designers, restaurants, hotels, cultural institutions or companies looking for 

personalised items. A segment is useful only when it changes what you say, where you say it or how 
you present the offer. 

Targeting means choosing which segment deserves priority now. The choice should combine market 

relevance with the real capacity of the maker. A solo artisan may gain more from communicating 

consistently with one or two strong segments than from maintaining separate messages for six 
audiences. 

Canvas field Question to answer Example: handmade ceramics 

Customer / context Who is buying and in what situation? Independent restaurant owner refreshing 

tableware 
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Canvas field Question to answer Example: handmade ceramics 

Need / desired 

result 

What are they trying to achieve? A distinctive table experience that fits the 

restaurant identity 

What they value Which criteria matter most? Durability, visual coherence, local story, 

replacement availability 

Barrier / hesitation What could stop the purchase? Price, breakage risk, uncertain lead time 

Trusted proof What makes the offer believable? Past hospitality clients, samples, process 

images, clear replacement policy 

Where they look Which touchpoints do they actually 

use? 

Instagram, local referrals, website portfolio, 

design fairs 

Message in their 

words 

What phrase would make them stop 

and pay attention? 

“Tableware made locally to become part of your 

restaurant’s identity.” 

 

Positioning and value proposition: feature, benefit and proof 

Positioning is the place you want the customer to give your brand in their mind. For artisans, strong 

positioning usually comes from a combination of craftsmanship, design, provenance, customisation, 

durability, service, responsible production and personal relationship - not from being the cheapest 

option. 

A value proposition turns that position into a customer promise. It should answer three questions: 

What useful or meaningful result does the customer receive? Why is this offer different? Why should 

the customer believe it? One simple ACTIVATE formula is: “For [priority customer], 

[brand/workshop] creates [main benefit or result] through [distinctive craft/process/origin], supported 

by [proof].” 

Product feature Customer benefit Proof 

Hand stitched More personal finish and visible human 

workmanship 

Close-up images, process video, maker 

explanation 

Local wool Connection to place and a transparent 

material story 

Supplier/location information, fibre origin 

Repairable construction Longer useful life and lower replacement 

need 

Repair service, replaceable parts, care 

guide 

Made to order Better fit to the customer’s space, body or 

purpose 

Measurement process, examples of 

previous commissions 
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A useful test 

If your statement could be copied word-for-word by ten competitors, it is not yet positioning. 

Add the specific customer, the specific result, the specific craft difference and the proof. 

Craft storytelling: maker, process, materials and place, purpose, impact 

 

Storytelling is not decoration around the product. It is the structure that helps customers understand 

why the product exists and why the way it is made matters. An authentic craft story should be concrete 

enough to verify and simple enough to repeat. 

Story element Question What strong evidence looks like 

Maker Who makes the work and what shaped their 

practice? 

Real biography, training, lived experience, 

workshop context 

Process What happens that the customer cannot 

see in the finished piece? 

Steps, decisions, hand skills, time, quality checks 

Materials & place Where do materials, techniques or 

inspiration come from? 

Supplier/provenance details, local landscape, 

workshop location 

Purpose Why does this product or practice exist? Problem solved, ritual supported, cultural or 

functional purpose 

Impact What does the purchase help preserve or 

improve? 

Durability, repair, local work, skill continuity, 

reduced waste - where evidence exists 

Proof What makes the story credible? Photos, documents, testimonials, labels, 

certificates, consistent customer experience 

 

Provenance and heritage can be powerful communication assets, but they require care. A maker 

should distinguish personal inspiration from a documented traditional technique; describe place and 

cultural context accurately; and avoid presenting shared cultural knowledge as if it were exclusively 

owned. Introductory intellectual-property awareness is therefore part of good brand practice: names, 

logos, original designs and distinctive brand elements may require protection, while traditional 
cultural expressions can involve different rights and responsibilities. 

EXERCISE 

Build your priority customer and positioning statement 

Choose one product or service that matters to your business. Work with a real customer type rather 
than an imaginary “general public”. 
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→  Complete the Craft Customer Canvas: customer/context, need, values, barriers, trusted proof, 

channels and message. 

→  List three realistic alternatives the customer could choose instead of you. 

→  Write one sentence: “They should choose my work rather than the alternative because…” 

→  Turn that sentence into the ACTIVATE positioning formula and test whether it is specific enough 

to be believable. 

 

My positioning statement Evidence I can show now Evidence I still need 

 

 

 

 

  

 

Build a Recognisable Brand and a Manageable Digital 

Customer Journey 

Luca is a woodworker in northern Italy. His Instagram uses one business name, his marketplace shop 

uses another, and his website still shows an old logo. Product descriptions vary from highly technical 

to almost empty. The work is consistent; the brand experience is not. A customer who moves from 
one touchpoint to another has to keep asking: “Is this the same maker?” 

For a micro-enterprise, digital marketing should reduce confusion rather than create more work. The 

goal is not to be everywhere. The goal is to be easy to recognise, easy to understand and easy to 

contact in a small number of places that matter to the customer journey. 

Brand identity: promise, tone of voice, visual coherence and proof 

A brand is the repeated pattern of what customers see, hear and experience. For a small workshop, 

brand identity can remain simple. Four elements are enough to create discipline: a clear promise, a 

recognisable voice, consistent visual choices and recurring proof that the promise is true. 

Brand element Decision to make Micro-enterprise rule 

Promise What should customers reliably expect 

from you? 

One sentence that can guide product, service 

and communication decisions 

Tone of voice How should the brand sound? Choose 3-4 qualities such as warm, precise, 

calm, playful, expert - then use them 

consistently 
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Brand element Decision to make Micro-enterprise rule 

Visual coherence What should look recognisable? Use a stable logo/name, limited colour choices, 

consistent photography and product 

presentation 

Proof points What repeatedly demonstrates credibility? Process, materials, reviews, years of practice, 

repair policy, provenance, awards where 

relevant 

 

Consistency does not mean every post must look identical. It means that the customer recognises the 

same workshop values across website, marketplace, social media, packaging, fair stand and direct 

messages. The brand should feel like one person or one team, not a collection of disconnected 
platforms. 

Customer journey stages and digital touchpoints 

Every interaction belongs to a customer journey. The same customer may first notice a product at a 

fair, search the maker's name later, compare the website with another option, ask a question by direct 

message, purchase through a marketplace and finally leave a review. Mapping these steps shows 

where communication is missing or inconsistent. 

Journey stage Customer question Useful touchpoints What must be clear 

Awareness “Who are you and why 

should I notice?” 

Fair, recommendation, 

Instagram/Facebook, local 

search, press 

Distinctive image, short story, 

recognisable name 

Interest “Is this relevant to me?” Profile, website, portfolio, short 

video 

What you make, for whom, 

why it is different 

Consideration “Can I trust the quality 

and value?” 

Product page, reviews, FAQs, 

process content 

Materials, dimensions, lead 

time, proof, price context 

Purchase “What do I do next?” Shop page, marketplace, 

message, booking or enquiry 

form 

Price, availability, delivery, 

payment, next step 

Loyalty “Why should I stay 

connected?” 

Email, messaging list, review 

request, aftercare, repair 

contact 

Care, follow-up, new work, 

invitation to recommend or 

return 

The minimum viable principle 

Choose channels by role, not by popularity. One stable “home base” for reliable information, one 

discovery channel your customers actually use, and one relationship channel for direct contact is 

often more useful than six neglected profiles. 
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Choosing a realistic digital channel stack 

Channel role Possible tool Best use Minimum routine 

Home base Simple website or shop 

page 

Accurate information, portfolio, 

contact, proof 

Review essential information 

monthly or when something 

changes 

Discovery Instagram, Facebook, 

Pinterest, local search 

Visual storytelling, events, 

searchability, referrals 

Publish when there is something 

useful to show; consistency 

matters more than volume 

Marketplace Etsy or relevant niche 

marketplace 

Transaction and wider reach Keep titles, stock, lead times 

and policies accurate 

Relationship Email or direct 

messaging 

Follow-up, launches, care 

information, repeat contact 

Use permission-based contact 

and a manageable rhythm 

Trust Reviews/testimonials Reduce uncertainty and provide social 

proof 

Ask after a successful purchase 

and respond professionally 

 

Digital channels should connect rather than compete. A social post should make the next step obvious. 

A marketplace profile should use the same brand name and tone as the website. A QR code at a fair 

should lead to a useful page, not to an abandoned account. The aim is a coherent path with as few 

dead ends as possible. 

Content pillars, product descriptions and calls to action 

Random posting is difficult to maintain because every post starts from a blank page. Content pillars 

solve that problem by defining a small set of recurring themes that reflect what customers need to 

understand. For craft businesses, useful pillars include finished work, process, maker/workshop, 
materials/provenance, customer proof, care/repair, heritage and responsible practice. 

Content pillar Question it answers Example 

Finished work What do you make? Clear product image with use, size and availability 

Process Why does the making matter? Short sequence showing a critical hand-skill or 

quality decision 

Maker & place Who is behind this and where? Workshop story, local context, training or 

inspiration 

Materials & 

provenance 

What is it made from and why? Origin, selection criteria, material properties 

Proof Why should I trust the promise? Customer review, commission example, close-up 

quality detail 

Care & longevity How will I use and keep it? Care guide, repair example, maintenance advice 

Invitation What should I do next? Visit, enquire, book, order, join updates, see the 

full collection 
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A customer-friendly product description should make the item easy to find and easy to evaluate. Start 

with what the product is in plain language, then explain the most relevant benefit, material/process 

details, dimensions or options, provenance where useful, care information, lead time and a clear next 

step. Technical terms are valuable when they demonstrate expertise, but they should be translated 

into customer meaning rather than left unexplained. 

Description layer Prompt 

Search-friendly title What would a real customer type when looking for this item? 

First sentence What is it and for whom / what situation is it useful? 

Value and story Why is this version worth choosing? 

Proof and detail Materials, process, dimensions, provenance, lead time, care 

Call to action What is the next simple action: order, enquire, request customisation, visit, book? 

Reviews, user-generated proof and responsible AI assistance 

Reviews and customer images reduce uncertainty because they show the product outside the maker's 

own claims. Ask for feedback after a successful purchase, make it easy to respond, and request 

permission before reusing customer photographs or messages in marketing. A good testimonial is 
specific: it says what the customer needed, what happened and what they valued. 

AI-assisted tools can help a time-poor artisan brainstorm content ideas, improve clarity, translate a 

description, draft a content calendar or create alternative wording. The responsible rule is simple: AI 

can assist the draft; the maker remains responsible for the facts, tone, claims, cultural accuracy and 

final message. Never let generated text invent materials, certifications, sustainability benefits, 

customer reviews or heritage claims. 

EXERCISE 

Map your customer journey and remove one dead end 

Choose one typical customer - for example a tourist buying a gift, a local repeat buyer or a restaurant 

commissioning tableware. 

→  Write the touchpoint used at each stage: awareness, interest, consideration, purchase and loyalty. 

→  Circle the stage where the customer has to work hardest to understand what to do next. 

→  Choose one improvement that can be implemented within seven days. 

→  Write the exact call to action that will connect the current touchpoint to the next one. 
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Stage My current touchpoint Friction / missing information One improvement 

Awareness    

Interest    

Consideration    

Purchase    

Loyalty    

 

Sustainability, Heritage and Credibility in the Market 

An artisan writes “eco-friendly” under every product. A customer asks what that means. The answer 

is uncertain: some materials are local, packaging is reduced, and repairs are possible, but none of this 
is explained. The practice may be responsible; the claim is too vague to be useful. 

In ACTIVATE, sustainability communication should create trust, not suspicion. The strongest 

message is usually specific and modest: what you do, what evidence supports it, what customer value 

it creates, and what you are still improving. Heritage communication follows the same principle. 

Provenance, technique and local identity are credible market assets when they are described 

accurately and respectfully. 

The ACTIVATE Credible Claim Check: fact, evidence, relevance and wording 

A sustainability message is strongest when four elements align. First, the fact: the concrete action or 

product characteristic. Second, the evidence: what you can show if asked. Third, the relevance: why 

this matters to the customer or to the product's life cycle. Fourth, the wording: a precise statement 

that does not promise more than the evidence supports. 

Claim step Question Example 

1. Fact What exactly do we do? We offer repair for damaged handles and replaceable 

fittings 

2. Evidence What can we show? Repair price list, examples of repaired pieces, construction 

method 

3. Relevance Why does it matter? The product can remain in use longer instead of being 

replaced 

4. Wording What can we say accurately? “Designed to be repaired; replacement fittings and repair 

service are available.” 
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Greenwashing red flag 

Avoid vague or absolute phrases such as “completely green”, “zero impact” or “100% 

sustainable” unless you have robust evidence for the exact claim. Specific information about 
materials, sourcing, packaging, durability, repair or waste is usually clearer and more credible. 

 

Durability, repairability, local sourcing and low-waste practice as market value 

Responsible practice becomes commercially meaningful when the customer can understand the 

benefit. A durable product can reduce replacement. Repairability can extend use. Local sourcing can 

strengthen traceability and local relationships. Limited production can reduce unsold stock. Reduced 

packaging can lower material use. None of these automatically makes a product “sustainable” in 
every respect, but each can be communicated as a concrete practice when it is true. 

Practice Evidence to keep Customer-friendly message 

Local sourcing Supplier/location, material records “The oak for this series is sourced from a supplier 35 

km from our workshop.” 

Repair service Repair examples, terms, spare parts “If the clasp wears out, we can replace it rather than 

replace the whole piece.” 

Waste reduction Off-cut use, batch planning, reuse 

process 

“Small leather off-cuts are used for tags and 

accessories instead of being discarded.” 

Durable design Construction details, care instructions “Built with replaceable components and supplied with 

care instructions.” 

Reduced packaging Packaging specification “Orders use one recyclable outer box with no 

decorative plastic filler.” 

 

Provenance, local identity and heritage as communication assets 

Provenance means being able to explain where the product, material, technique or design story comes 

from. It helps customers understand authenticity and can protect the brand from vague claims. A 

simple provenance record can include the workshop and maker, material source, technique, place, 

date/collection, references to tradition where relevant, and supporting images or documents. 

Provenance field Record for your product / collection 

Maker / workshop  

Place of making  

Material source  

Technique and how it was learned  
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Provenance field Record for your product / collection 

Traditional / cultural reference, if any  

What is original / contemporary 

interpretation 

 

Evidence: photo, supplier record, archive, 

certificate, customer story 

 

 

Heritage communication should be accurate enough to withstand questions. “Inspired by local 

tradition” is different from “made using a documented traditional technique”. Where cultural 

designs, names or knowledge are shared by a community, the maker should avoid implying exclusive 

ownership and should check relevant intellectual-property, cultural-heritage or community 
expectations before commercial use. 

From responsible story to trusted customer relationship 

Responsible marketing is not only about avoiding incorrect claims. It strengthens the long-term 

relationship between customer and maker. Aftercare, repair, care instructions, transparent limitations 

and honest answers can create more trust than a perfect-sounding slogan. For micro-enterprises, 

reputation travels quickly through local networks, reviews and recommendations; credibility is 

therefore an operating asset, not simply a communication style. 

EXERCISE 

Audit one sustainability claim  

Choose one environmental or social statement you currently use - on a label, website, fair sign, 

marketplace page or social post. 

→  Write the claim exactly as customers see it now. 

→  Identify the fact behind it. If there is no concrete fact, stop and rewrite from the actual practice. 

→  List the evidence you can show if a customer asks “How do you know?” 

→  Rewrite the claim so it is specific, proportionate and customer-friendly. 
 

Current claim Fact Evidence Rewritten claim 
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Build Your Marketing System and ACTIVATE Roadmap 

The first three modules give you the message, the brand path and the credibility rules. This final 

module turns them into a small operating system. Without a system, marketing happens only when 

there is spare time. With a light system, the artisan knows what to maintain, what to measure and 

what to improve next. 

The purpose is not to create a complicated analytics dashboard. It is to select a few signals that help 

answer practical questions: Are the right people finding me? Do they understand the offer? Are they 

taking the next step? Which channel deserves my limited time? Are customers returning or 

recommending me? 

A small marketing KPI dashboard: measure what changes a decision 

A useful KPI is not simply a number a platform provides. It is a number that helps you decide what 

to continue, stop or improve. A maker with low visibility may track qualified website visits or 

enquiries. A maker with many enquiries but few purchases may track enquiry-to-sale conversion and 

the questions customers ask before buying. A maker with steady sales may focus on repeat customers, 

reviews and referrals. 

Indicator What it tells you Simple baseline 

Qualified enquiries Are the right customers interested enough to 

contact you? 

Count enquiries in the last 30 days 

Enquiry-to-sale 

conversion 

Do interested customers understand and trust the 

offer? 

Sales from enquiries ÷ total enquiries 

Website / shop visits to 

key page 

Is your home base being found? Monthly visits to 

product/contact/booking page 

Engagement that 

shows intent 

Are people saving, sharing, asking or clicking rather 

than only liking? 

Count meaningful actions on priority 

content 

Reviews / testimonials Are satisfied customers providing proof? Number requested vs. received 

Repeat / referral sales Is the relationship continuing? Count sales from returning or referred 

customers 

Time spent per channel Is a channel worth the effort required? Estimate hours per month and 

compare with outcomes 

Channel effort-value review 

A platform can produce high reach but low business value, or modest reach but excellent enquiries. 

Review channels by both value and effort. A channel that demands many hours and produces little 

useful customer action may need simplification or removal. A channel that produces strong referrals 

with little maintenance may deserve protection even if its audience is small. 
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Channel Time / month Useful outcomes 
Decision: keep, 

improve, reduce, stop 

Website / shop    

Discovery social channel    

Marketplace    

Email / messaging    

Fair / physical touchpoint    

 

Your integrated marketing system 

The four modules are one system, not four separate topics: 

•  Module 1 creates relevance: you know the customer, the position, the value proposition and the 

story. 

•  Module 2 creates coherence: the same brand promise travels through a manageable customer 

journey and a realistic channel stack. 

•  Module 3 creates credibility: sustainability, provenance and heritage messages are specific, 

evidenced and proportionate. 

•  Module 4 closes the loop: KPIs, the ACTIVATE Roadmap and PDCA show what to improve next. 

 

The PDCA cycle - one marketing improvement at a time 

Plan Do Check Act 

Choose one friction point 

and one indicator. Define 

a small change you can 

test. 

Run the change 

consistently for an agreed 

period without changing 

five other things at once. 

Compare the indicator 

with your baseline and 

collect customer 

feedback. 

Keep, adapt or stop the 

change. Record the 

lesson and choose the 

next priority. 

A strong ACTIVATE experiment can be very small: rewrite one product page, add a clear repair 

message, standardise the brand name across channels, ask five recent customers for reviews, or test 

one new call to action. The value comes from learning whether the change reduces friction, not from 

making the marketing system more complicated. 

EXERCISE 

Establish your baseline and choose one experiment 

Select the marketing problem that currently costs you the most: being hard to find, unclear value, 

weak proof, inconsistent channels, too much time spent online, or poor follow-up. 
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→  Choose one primary KPI and record today’s baseline. 

→  Choose one small change that can be implemented within seven days. 

→  Write what result would count as improvement. 

→  Set a review date and decide what customer feedback you will collect. 
 

Problem Baseline KPI 7-day action Review date Decision rule 
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SALES AND CUSTOMER SERVICE 

Scope of the unit  

You make something with your hands. You are proud of  it. But somehow, it does not always 

sell as well as it deserves — and when it does, you are not sure how to turn that one sale into 

a long-term relationship. 

This unit is about fixing that.  

It is not a corporate sales training. It is built specifically for artisans, craftspeople and self-

employed makers. Everything here has been chosen because it works at the scale of  a one-

person workshop, a market stall, or a small studio — not a multinational company. 

You will learn how to describe your work so that customers immediately understand its value, 

how to attract the right buyers and bring them back again, and how to deliver a service 

experience that makes your customers tell their friends about you. And you will do all of  this 

in a way that is honest, sustainable, and entirely true to who you are as a maker. 

Key theoretical elements  

By the time you finish, you will be familiar with: 

● Hormozi Value Equation — why customers pay for outcomes, not objects 

● Grand Slam Offer — how to build a package that removes every reason to say no 

● Sustainable and value-based pricing — the three traps artisans fall into, and the one 

principle that resolves them 

● Sanchez Boring Business principle — why predictable, local, repeated sales beat 

trend-chasing every time 

● Customer Journey Map — five stages where you are either winning or losing buyers 

● Hormozi Lead Magnets — how to give value first and turn strangers into prospects 

● Sanchez Recurring Revenue — 3 models that turn one-off buyers into a reliable 

income stream 

● SERVQUAL — the five dimensions your customers use to judge your service, 

consciously or not 

● Community Flywheel — how excellent service becomes your most powerful marketing 

tool 

● Net Promoter Score — one question that tells you more than any survey 

● PDCA — the quarterly habit that keeps your business improving after this workshop 

ends 
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Learning Outcomes 

By the end of  this unit, you will be able to: 

● Describe your offer in terms of  customer outcomes — not product features 

● Build a Grand Slam Offer canvas for your most important product or service 

● Map your customer journey across five stages and identify your priority improvement 

● Design at least one lead magnet appropriate to your craft and market 

● Identify at least one recurring revenue opportunity in your current business 

● Self-assess your service quality using the SERVQUAL five-dimension model 

● Apply the Community Flywheel to plan how satisfied customers become active 

advocates 

● Calculate a baseline Net Promoter Score and set a three-month improvement target 

● Build a personal sales and service roadmap with goals at three-time horizons 

 

Module 1: Your Offer and Your Price 

Maria has been making hand-thrown ceramic mugs for eleven years. They are beautiful, 

functional, and completely individual — no two are alike. But when customers ask her price at 

the market, she hesitates. 'Twenty euros,' she says, quietly, almost apologetically. And 

sometimes people walk away. The problem is not the price. The problem is that Maria has not 

yet learned to sell the outcome, not the object. 

Selling is not manipulation. It is communication. When you understand what your customer 

wants — not the product, but the result it produces in their life — you can describe your work 

in terms that make the price feel obvious rather than uncomfortable. 

This module gives you the two tools that change everything: the Hormozi Value Equation and 

the Grand Slam Offer. Together, they will help you describe your work the way your best 

customers already experience it. 

The Hormozi Value Equation — what customers are really paying for 

Alex Hormozi's core insight is simple and powerful: people do not pay for products. They pay 

for outcomes. And the price they will pay depends on four things: 

  

Variable What it means for your craft Your job 

Dream Outcome The transformation the customer 
experiences — not a mug, but 'a 

Make this vivid and 
specific 
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Variable What it means for your craft Your job 

morning ritual that feels like a small 
luxury every day' 

Perceived Likelihood How confident are they it will actually 
work? Proof, stories, demonstrations, 
your reputation 

Build evidence, show 
your process 

Time to Result How quickly do they feel the benefit? 
Can they use it today? Does it arrive 
before the birthday? 

Reduce waiting, 
increase immediacy 

Effort & Sacrifice What does the buyer have to do, learn 
or give up? Complicated ordering, long 
waits, confusing instructions? 

Remove friction at every 
step 

 
The equation: Value rises when the top two go UP and the bottom two go DOWN. 

 

💡  The artisan advantage 

Large manufacturers compete mostly on price and speed. You compete on Dream Outcome 
and Perceived Likelihood — because you can tell the story of exactly how it was made, by 
whose hands, from what materials, for what purpose. That story is your competitive moat. 

 
You Value Equation Canvas 

Fill in the canvas below for your most important product. Be specific — 'beautiful' is not an 

outcome. 'A handwoven table runner that makes my dining table look like something out of  a 

magazine, and that I will still love in twenty years' — that is an outcome. 

 

INCREASE these → raise value DECREASE these → raise value 

Dream outcomeWhat transformation does your 
customer experience? Write it in their words, not 
yours.My customer's dream 
outcome:______________________________
_____________________________________
___________________ 

Time to resultHow quickly does your customer 
see the benefit? Can you make it faster or more 
visible?Time to result in my 
offer:_________________________________
_____________________________________
________________ 

Perceived likelihood of successWhat proof, 
testimonials or demonstrations show your work 
delivers results?My proof 
elements:_____________________________

Effort & sacrificeWhat does the customer have 
to do, learn or give up? Can you simplify 
it?Friction I can 
remove:_______________________________
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INCREASE these → raise value DECREASE these → raise value 

_____________________________________
____________________ 

_____________________________________
__________________ 

 

The Grand Slam Offer — engineering irresistibility 

A Grand Slam Offer is not just a product with a price tag. It is a carefully built package that 

eliminates every reason a buyer might hesitate. Think about it from the buyer's side: they are 

not sure if  your work is as good as it looks, they are worried about wasting money, and they 

are not quite sure the price is fair. A Grand Slam Offer addresses all of  these concerns before 

the customer even has to voice them 

 

Offer element What it means for artisans My version 

Core product The physical piece or service the 
customer is buying 

____________________
_______ 

Dream outcome The transformation they experience (not 
the product — the result) 

____________________
_______ 

Proof element Photo, testimonial, story or demo that 
makes the outcome believable 

____________________
_______ 

Risk reversal A guarantee or reassurance that removes 
the buyer's fear of wasting money 

____________________
_______ 

Bonus / add-on A small extra that makes the offer feel like 
exceptional value (care guide, story card, 
free repair in year 1) 

____________________
_______ 

Price anchor What does a comparable result cost 
elsewhere? Your price is the value gap. 

____________________
_______ 

 

Codie Sanchez's counter-intuitive insight: the most sustainable small businesses are boring. 

They sell products and services that people already buy regularly, in their local community, with 

predictable demand. So, who in your community consistently buys handmade items? What do 

they already spend money on? What would they buy from you on a repeat basis? 

 

Pricing — the three traps and the one principle 

Most artisans fall into one of  three pricing traps: 
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● The guilt trap — pricing low because charging for skill and time feels uncomfortable 

● The competitor trap — pricing by what others charge, without recognising that your 

quality, story and relationship are different 

● The cost-plus trap — adding a margin to material costs, but forgetting the full value of  

time, expertise and uniqueness 

 

The one principle that resolves all three: 

Price the outcome, not the object. 

Your customer is not buying 200 hours of your labour. They are buying 30 years of looking at 
something beautiful in their home every day. Price accordingly — then work backward to 
ensure your cost structure makes that price sustainable. 

Price anchor in practice: 'A bespoke ironwork gate from a large manufacturer would cost 
€3,500, take 6 weeks, and arrive with no story. Mine takes 4 weeks, is forged by hand with 18 
years of skill, and comes with a lifetime adjustment guarantee. My price is €1,800.' The anchor 
makes €1,800 feel like a bargain. The story makes it feel superior. The guarantee removes 
the risk. 

 

Exercises 

 

Exercise 1 — Complete your Value Equation canvas 

Return to the canvas above. Fill in all four quadrants for one product. Be as specific as 
possible. 

→ Dream outcome: Write it in the customer's voice, not yours. What do they tell their friend? 

→ Perceived likelihood: What proof do you currently have? (Photos, testimonials, years of 
practice, awards, exhibitions) 

→ Time to result: How quickly do they experience the benefit? Can you make this faster or 
more visible? 

→ Effort & sacrifice: What is the hardest part of buying from you? Can you remove one friction 
point? 

Rewrite your product description using outcome language. Compare it to what you currently 
say on your website or at markets. 

 

Exercise 2 — Build your Grand Slam Offer 

Complete all six rows of the Grand Slam Offer table for your most important product. Then 
answer: 

→ Which element is currently missing from the way you present your offer? 
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→ What is one risk reversal you could offer that removes the buyer's biggest hesitation? 

→ What is one small bonus you could add that costs you almost nothing but feels like 
significant extra value? 

Write a 3-sentence pitch using all six elements. Practice it with a partner — they give feedback 
on which element is least convincing. 

  

Finding and Keeping Customers 

Jonas sold his first handmade leather wallet at a market in Kaunas. The buyer was delighted — 

she took photos, told him she would come back. And she probably meant it. But Jonas had no 

way to reach her. He did not have her name, her email, or even a simple card to give her. Six 

months later, she had forgotten his stall name and could not find him online. That sale ended 

the moment she walked away. 

Finding customers is the first challenge. Keeping them is ten times more valuable. Research 

consistently shows that acquiring a new customer costs five to seven times more than retaining 

an existing one — and that a repeat buyer spends on average 67% more than a first-time 

buyer. 

For artisans operating on thin margins, repeat customers are not a nice-to-have. They are the 

business model. 

The Customer Journey Map — five stages, five opportunities 

Every buyer goes through five stages on the way from 'never heard of  you' to 'told ten friends 

about you.' Most artisans are strong at one or two stages and almost invisible at the others. 

The map below reveals exactly where buyers are being won — and where they are slipping 

away. 

 

Stage The question to answer My current answer One improvement 

Awareness How do new customers 
first find me? 

__________________
_ 

_________________
__ 

Consideration Why do they choose me 
over someone else? 

__________________
_ 

_________________
__ 

Purchase How easy is it to actually 
buy from me? 

__________________
_ 

_________________
__ 

Loyalty What brings a customer 
back a second time? 

__________________
_ 

_________________
__ 



 

ACTIVATE  
55 

Stage The question to answer My current answer One improvement 

Advocacy When and why do 
customers recommend 
me to a friend? 

__________________
_ 

_________________
__ 

 

💡  The most common artisan pattern 

Artisans are typically strongest at Awareness (especially through markets and social media) 
and weakest at Loyalty and Advocacy. The gap is almost always the same: no system for 
staying in contact after the sale. 

The buyer loves the product. The artisan has no way to reach them again. 

The fix is simple: collect a name and email at every sale, with permission to send occasional 
updates. A 20-person list of past buyers who love your work is worth more than 2,000 
Instagram followers who have never spent a euro. 

 

Hormozi Lead Magnets — giving value before asking for the sale 

The best way to earn someone's trust before they buy is to give them something genuinely 

useful — with no strings attached. A lead magnet is a free offer that solves a small problem for 

your ideal buyer. It builds trust, demonstrates your expertise, and starts a relationship before 

any money changes hands. 

For artisans, a lead magnet is not a discount or a free product. It is free knowledge, experience, 

or access that makes the buyer see you as the expert in your field. 

  

Lead magnet type Artisan example My version 

Free knowledge 'How to care for your hand-
embroidered piece' — one-page PDF 

______________________
_____ 

Free sample / taster A small test piece sent with first 
enquiry; free stitching kit at a fair 

______________________
_____ 

Free experience Workshop taster session (30 min); 
studio open day; live demo at market 

______________________
_____ 

Free content 'Behind the craft' video; reel showing 
raw material to finished piece 

______________________
_____ 

Free community Local buyers' newsletter; WhatsApp 
update group for new pieces 

______________________
_____ 
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Sanchez Recurring Revenue — turning buyers into a reliable income stream 

The most powerful shift you can make as a small business owner is from transactional thinking 

— 'how do I sell this one piece?' — to relational thinking — 'how do I create a reason for this 

customer to come back every month or every season?' 

Recurring revenue does not require a subscription model. It requires designing your offer so 

that repeat purchase feels natural and expected. 

  

Model How it works for artisans What you need to start 

Seasonal rhythm New collections in spring and autumn, 
aligned with gift-giving moments. Buyers 
who loved last year's piece have a natural 
reason to return. 

A simple mailing list and a 
seasonal launch habit 

Service layer Add care, repair or personalisation to a 
one-off product sale. The buyer stays in 
contact with you over years, not minutes. 

A clear service offer and a 
follow-up message 6 months 
after purchase 

Early access 
community 

20–50 people who get first access to new 
work — converts admirers into committed 
buyers. 

A signup page or simple 
WhatsApp/email list 

 

💡  The maths of recurring revenue 

If you have 50 past buyers who each spend €80 just once a year, that is €4,000 in stable, 
predictable annual revenue — before you sell a single new piece. 

If your average sale is €120 and your customer currently buys once, getting them to buy twice 
doubles your revenue without finding a single new buyer. 

This is what Sanchez means by 'boring' — consistent, predictable, relationship-based revenue 
beats viral moments every time. 

 

Digital tools for customer connection 

You do not need complex technology. The minimum viable system has three parts: 

● A contact list — a spreadsheet or simple free tool (Mailchimp, Brevo) with names, 

emails and what each person bought 

● A regular touchpoint — a message or newsletter once every 6–8 weeks: a new piece, 

a process photo, a seasonal offer, a story from the workshop 

● A simple ask — at every sale: 'Can I add you to my occasional updates? I send one or 

two messages a year when I have something new.' Almost no one says no. 
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💡  Green and digital together 

Digital customer communication is also the greener option: no printed catalogues, no physical 
mail, no wasted paper. A well-maintained email list reduces your marketing footprint to almost 
zero while keeping the relationship alive. 

Recommended free tools: Mailchimp (up to 500 contacts free), Brevo (up to 300 emails/day 
free), or simply a well-maintained Google Sheets contact list. 

 

Exercises 

 

Exercise 1 — Complete your Customer Journey Map 

Fill in all five stages of the map above for your current business. Be specific — avoid 'social 
media' and write instead 'Instagram posts of finished pieces' or 'recommendation from a friend.' 

→ Which stage has the biggest gap between what currently happens and what should 
happen? 

→ What is the single most important improvement you could make at that stage? 

→ If you are in a group: compare your Awareness stage with a partner from a different country. 
What works in Lithuania that does not work in Italy? 

Write one specific action for your weakest stage — with a date for completion. 

 

Exercise 2 — Design your lead magnet and retention system 

Part A — Lead magnet: Choose the type from the table that fits your craft best. Then answer: 

→ What free value could you offer that would genuinely help your ideal buyer? 

→ How would you deliver it? (PDF, video, workshop, in-person demo, sample) 

→ How would you get it in front of your ideal buyer? (At a market, via Instagram, through a 
local partner) 

Part B — Retention system: Write down exactly how you will capture contact details at your 
next sale. 

→ Set a commitment: I will contact my past buyers with something valuable by 
_______________ (date). 

Delivering Excellent Customer Service 

Elena is a textile artist in Sofia. She once had an order go wrong — a dye lot came out slightly 

different than expected, and the customer was disappointed. Elena did not hide or delay. She 

called the customer within an hour, apologised genuinely, offered to remake the piece or provide 

a full refund, and sent a small hand-embroidered thank-you card with the replacement. That 
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customer has since placed three more orders and recommended Elena to seven other buyers. 

The problem that could have ended the relationship made it stronger instead. 

Customer service for artisans is different from customer service for corporations. You are the 

maker, the seller, the delivery person and the after-sales support — all in one. This is both your 

challenge and your greatest advantage. No corporation can replicate the warmth, care and 

personal knowledge that an artisan brings to every customer interaction. 

SERVQUAL — the five dimensions your customers use to judge you 

SERVQUAL is the most widely validated model for measuring service quality. It identifies five 

dimensions that customers use — consciously or not — to evaluate every service interaction. 

For artisans, all five are within your direct personal control. 

  

Dimension What it means for artisans My score 
(1–5) 

One specific 
improvement 

Reliability Do you consistently deliver what 
you promised, on time and as 
described? 

___ ____________________
_______ 

Responsiveness How quickly and helpfully do you 
respond to questions and 
problems? 

___ ____________________
_______ 

Assurance Do customers trust your 
expertise and feel confident in 
their purchase? 

___ ____________________
_______ 

Empathy Do customers feel you genuinely 
understand and care about their 
needs? 

___ ____________________
_______ 

Tangibles Does the physical or digital 
presentation of your work match 
its quality? 

___ ____________________
_______ 

 

💡  The artisan SERVQUAL advantage 

Large businesses consistently score lowest on Empathy and Assurance — customers feel like 
numbers. These are exactly where artisans have an inherent advantage: you know your 
buyer's name, their taste, their story. You made the product with your hands. 

The risk for artisans is Reliability and Responsiveness: delivery timelines that slip, messages 
left unread for days, commissions that take longer than promised. 
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The fix: a simple written policy for each dimension. 'I respond to all messages within 24 hours.' 
'I add 20% buffer time to every quoted deadline.' Written down and kept consistently — this is 
SERVQUAL turned into competitive advantage. 

. 

The Sanchez Community Flywheel — turning service into sales 

Codie Sanchez's most powerful insight for small businesses: your community is your moat. A 

large competitor can replicate your product. They cannot replicate the community of  people 

who believe in you, buy from you regularly, and tell others about you. 

 

Stage What it looks like What breaks it 

Make Create something excellent and 
meaningful 

Rushing, cutting corners, losing your 
craft identity 

Share Tell the story — process, materials, 
people, meaning 

Staying silent; posting only finished 
pieces with no context 

Attract The right buyer finds you through the 
story 

No consistent presence; hard to find or 
contact 

Delight Exceed their expectation — service + 
quality 

Late replies, missed deadlines, no 
follow-up after purchase 

Build They join your community and tell 
others 

No way for them to stay connected; no 
next step offered 

 
Each completed cycle spins the flywheel faster — every delighted customer attracts more 

buyers. 

 

💡  The stage most artisans miss 

Share. Making excellent work is not enough — you must tell its story. The raw material you 
chose and why. The moment the piece came together. The person you imagined using it. 

And Delight is not only the product — it is the entire experience. The response to an enquiry. 
The packaging. The handwritten note. The follow-up message three weeks later. Every 
touchpoint is either adding or subtracting from your flywheel's momentum. 

 

Handling complaints — the recovery paradox 

Research in service quality reveals a counterintuitive finding: customers who experience a 

problem that is resolved excellently often become more loyal than customers who never had a 
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problem at all. An excellent recovery demonstrates genuine care in a way that smooth 

transactions never can. 

 

Four-step complaint response script for artisans 

1. Acknowledge within 24 hours — 'Thank you for telling me. I am sorry this happened and I 
take it seriously.' 

2. Empathise without defending — 'I understand this was disappointing, especially for 
something you had looked forward to.' 

3. Solve generously — offer a resolution that goes slightly beyond what is strictly required. The 
extra 20% is remembered forever. 

4. Follow up — message them 1–2 weeks later to confirm everything is right. Almost no 
business does this. Almost every customer remembers it. 

 

Exercises 

Exercise 1 — SERVQUAL self-assessment and improvement plan 

Complete the SERVQUAL table above. Score each dimension from 1 (very poor) to 5 (excellent). 

→ Your total score: ___ / 25 

→ Your lowest dimension: _______________ 

→ Write one specific, concrete improvement you will make in the next 4 weeks for your lowest dimension. 

→ Write a one-line service promise for each dimension. Example: 'I deliver every commission within the 
agreed timeline, or I contact you proactively if anything changes.' 

Share your service promises with a partner. Do they sound believable? Are they specific enough to be 
verifiable? 

 

Exercise 2 — Map your flywheel and write a complaint script 

Part A — Flywheel mapping: For each stage (Make, Share, Attract, Delight, Build), describe one thing 
you currently do and one thing you could do better. 

→ Make: I currently ___. I could improve by ___. 

→ Share: I currently ___. I could improve by ___. 

→ Attract: I currently ___. I could improve by ___. 

→ Delight: I currently ___. I could improve by ___. 

→ Build: I currently ___. I could improve by ___. 

Part B — Complaint script: Think of a real complaint or negative experience you have received. Write a 
response using the four-step script above. Practice it with a partner. 
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Building Your Sales and Service System 

The first three modules gave you frameworks and tools. This module gives you the measurement 

system and the personal plan to keep improving after the workshop ends. 

A business without measurement is one that relies on hope. A business with measurement is 

one that learns. 

Here you will choose the numbers that matter most to your business right now, calculate your 

first Net Promoter Score, and build a personal sales roadmap that connects everything you 

have learned into one coherent, self-reinforcing system. 

The Net Promoter Score — the one number that matters 

NPS is built on a single question: 'On a scale of  0 to 10, how likely are you to recommend my 

work to a friend or colleague?' The answer sorts buyers into three groups: 

● Promoters (9–10) — loyal enthusiasts who actively recommend you 

● Passives (7–8) — satisfied but not enthusiastic enough to promote 

● Detractors (0–6) — unhappy customers who can actively warn others away 

 

Group Score range Count (my 
customers) 

% of total 

Promoters (actively 
recommend you) 

9 or 10 ___ ___% 

Passives (satisfied but silent) 7 or 8 ___ ___% 

Detractors (unhappy, may 
warn others) 

0 to 6 ___ ___% 

NPS = % Promoters − % 
Detractors 

Target: > +30 My NPS: ___  

 

💡  What your NPS score tells you 

Below 0: More people would warn others away than recommend you. Immediate action on 
SERVQUAL (M3). 

0 to +30: You have a foundation. Your Promoters are real — nurture them. Your Detractors 
have a specific complaint worth investigating. 

+30 to +50: Strong performance. Convert Passives by asking: 'What would make this a 10?' 

Above +50: Your Community Flywheel is already spinning. The priority now is scaling it 
deliberately. 
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Most important NPS habit: ask 'What would it take to make this a 10?' to every Passive. Their 
answer is your product roadmap. 

Sales and service KPIs — choosing what to measure 

NPS is your headline metric. Choose two or three supporting indicators from the table below 

— prioritise the ones that sting most when they go wrong: 

  

KPI Definition My baseline Target (3 months) 

Repeat purchase rate % of buyers who buy again 
within 12 months 

___% > 30% 

Net Promoter Score % Promoters minus % 
Detractors 

___ > +30 

Average response time Hours between customer 
message and your reply 

___ hrs < 24 hrs 

Review / testimonial 
rate 

% of buyers who leave a 
review when asked 

___% > 20% 

Conversion rate % of enquiries that become 
sales 

___% > 40% 

Revenue from repeat 
customers 

% of total monthly revenue 
from returning buyers 

___% > 50% 

  

Your integrated sales and service system. The four modules of  Unit 2 are not separate topics 

— they are one integrated system: 

 

How the four modules connect 

M1 (Offer and price) → provides the foundation: an irresistible, clearly articulated offer that 
commands the right price because it is built around customer outcomes. 

M2 (Finding and keeping customers) → builds the pipeline: lead magnets attract new buyers, 
the Customer Journey Map reveals where they are being lost, and recurring revenue systems 
create a stable income base. 

M3 (Customer service) → creates the reputation: SERVQUAL disciplines ensure consistent 
quality, and the Community Flywheel converts excellent service into organic, self-sustaining 
growth. 

M4 (This module) → closes the loop: NPS and KPIs measure the system's performance, the 
roadmap sets the next improvement priorities, and PDCA ensures the cycle continues 
quarterly. 
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The PDCA cycle — keeping your system improving 

PDCA is the engine that keeps your sales and service system improving after the workshop 

ends. Apply it every quarter — one hour every three months to measure, reflect, and reset. 

  

Plan Do Check Act 

Choose one sales or 
service goal. Define 
how you will measure 
success. 

Implement it 
consistently for 6–8 
weeks. 

Measure your NPS, 
repeat purchase rate, 
or chosen KPI. 

Keep what improved 
it. Discard what did 
not. Set the next goal. 

 

Your quarterly sales review — 5 questions 

1. What is my NPS this quarter vs. last quarter? 

2. What are my two priority KPIs showing? 

3. Which goal from my roadmap did I achieve? 

4. Which goal did I not achieve — and why? 

5. What is my single most important improvement for the next quarter? 

 

Exercises 

 

Exercise 1 — Measure your NPS and establish KPI baselines 

Contact 5 recent buyers and ask: 'On a scale of 0 to 10, how likely are you to recommend my work to a 
friend?' 

→ Record answers in the NPS table above. Calculate your NPS: _____ 

→ Ask every Passive (7–8 score): 'What would make this a 10?' Write down their answers. 

Choose two KPIs from the table above. Establish your baseline values right now. 

→ KPI 1: _____________  Baseline: ___  Target in 3 months: ___ 

→ KPI 2: _____________  Baseline: ___  Target in 3 months: ___ 

Set a reminder in your phone for 3 months from today to re-measure both KPIs and your NPS. 

 

Exercise 2 — Build your integrated sales and service roadmap 

Complete all three time horizons below. Draw on insights from all four modules. Each goal should be 
specific, measurable, and linked to either your NPS or one of your chosen KPIs. 

→ Short-term (within 1 month): What is the single highest-leverage improvement you can make 
immediately? 
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→ Medium-term (1–6 months): What system will you build? What NPS change do you expect? 

→ Longer-term (6–12 months): What is your most ambitious goal — a specific NPS target, a recurring 
revenue stream, a community of advocates? 

Set your first quarterly PDCA review date: _______________ 

Share your roadmap with one other participant. They give specific feedback: Is the goal specific enough? 
Is the KPI the right measure? Is the timeline realistic? 

This roadmap is a key output of the ACTIVATE programme. Keep it. 
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LOGISTICS AND DISTRIBUTION 

Scope of the unit  

Think about the last time something went wrong in your business — not with the making, but 

with everything around it. A material that arrived late and delayed an order. A package that 

cost more to ship than you expected. A customer who asked 'where is my parcel?' and you had 

to search three apps to find the answer. 

That is logistics. And for most artisans, it runs on instinct, memory and improvisation — rather 

than any deliberate system. 

This unit treats logistics not as a corporate management discipline but as a daily operational 

reality for small independent makers. How to get materials in on time. How to get finished 

products to customers efficiently. How to reduce your environmental footprint while doing it. 

And how to use simple digital tools to manage all of  it with less effort and fewer mistakes. 

Key theoretical elements  

By the time you finish, you will be familiar with: 

•     The SCOR model — four core processes that describe every artisan's supply chain 

•     Porter's Value Chain — why logistics is a primary value-creating activity, not 

administrative overhead 

•     The Lean 7 Wastes (Muda) — translated directly for craft business realities 

•     Short supply chains — economic, social and environmental advantages for artisans 

•     The Last Mile Canvas — mapping and improving your final delivery step 

•     EU Green Deal and Circular Economy — the policy context that makes your green 

choices commercially relevant 

•     The digital logistics stack — four areas, four simple tools, zero need for complex 

software 

•     The Green Logistics Maturity Ladder — a self-assessment across four dimensions 

•     PDCA — the quarterly habit that keeps your logistics improving after this workshop 

ends 

 

Learning Outcomes 

By the end of  this unit, you will be able to: 
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●    Map your own logistics chain using the SCOR four-process model 

●    Identify at least three Lean Wastes occurring in your current logistics practice 

●    Complete a Last Mile Canvas for your most common delivery scenario 

●    Name three specific actions to reduce the environmental impact of  your distribution 

●    Set up and use a simple digital order tracker 

●    Self-assess your logistics maturity using the Green Logistics Maturity Ladder 

●    Build a personal logistics roadmap with goals at three time horizons 

●    Apply PDCA to create a quarterly logistics review habit 

Understanding Logistics for Artisans 

Tomás is a blacksmith in a small village outside Torino. He makes custom ironwork gates, 

balcony railings and decorative hardware. His work is extraordinary. But every month, 

something in his supply chain quietly costs him money he never accounts for: he drives 40 km 

to collect a material that could be delivered, he waits three days for a fitting that holds up a 

whole job, he re-orders the same thing twice because he cannot remember what he already has 

in the workshop. 

None of  these problems are about craftsmanship. They are logistics problems — and they are 

all solvable. 

Logistics simply means: getting the right things, to the right place, at the right time, at the right 

cost. For Tomás, it means his raw iron arrives before he needs it, his finished gates reach the 

client on the agreed date, and his workshop is organised so he can find what he needs without 

the 20-minute search he currently does twice a day. 

This module gives you two complementary frameworks for understanding your logistics: the 

SCOR model, which maps your full supply chain in a language you can share with suppliers and 

partners, and Porter's Value Chain, which reveals why logistics is not a distraction from your 

craft — it is part of  what makes it competitive. 

The SCOR model — your logistics chain as a professional map 

SCOR is the international standard for describing supply chain processes, used across 

industries. Its power for artisans is not its complexity — it is its clarity. Four processes that 

cover everything: 

  

Process What it means for artisans Where it typically goes wrong 
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Plan Forecast what materials you need, 

schedule production, coordinate 

with customers 

Ordering too late; no buffer stock; surprise 

rush jobs 

Source Order raw materials, check 

deliveries, manage supplier 

relationships 

Single supplier with no backup; prices not 

compared; no delivery record 

Make Your craft — the production process 

itself 

Interrupted by logistics problems; no 

organised workspace 

Deliver Pack finished products, manage 

shipping, communicate dispatch to 

customer 

No tracking; packaging failures; late 

communication 

Return Handle repairs, complaints, unsold 

stock and customer feedback 

No clear policy; slow response; no learning 

from returns 

 

💡  The insight most artisans find surprising 

Most artisans spend almost all their planning energy on Make. SCOR reveals that Plan, Source, 

Deliver and Return are where hours and money quietly disappear — and where the customer 

experience is won or lost before the product is even seen. 

 

Map your own SCOR chain 

  

SCOR 

Proces

s 

Who is involved in yours? What currently goes wrong? One improvement 

Plan _________________________

__ 

_________________________

__ 

_________________________

__ 

Source _________________________

__ 

_________________________

__ 

_________________________

__ 

Make _________________________

__ 

_________________________

__ 

_________________________

__ 

Deliver _________________________

__ 

_________________________

__ 

_________________________

__ 
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Return _________________________

__ 

_________________________

__ 

_________________________

__ 

  

 

Porter's Value Chain — logistics as competitive advantage 

Michael Porter's Value Chain divides all business activities into primary activities (those that 

directly create value for the customer) and support activities (those that enable the primary 

ones). The crucial insight for artisans: both inbound logistics (materials coming in) and 

outbound logistics (products going out) are PRIMARY value-creating activities — not 

administrative overhead. 

This reframe matters psychologically. When you see logistics as 'the boring stuff between the 

making,' you under-invest in it. When you see it as part of  your competitive advantage — 

because your delivery experience, your packaging, your communication, and your reliability are 

all part of  what the customer experiences — you invest accordingly. 

  

💡  What your delivery experience says about your craft 

A handmade ceramic bowl arriving in single-use bubble wrap inside a plain brown box tells a 

story — and it is not the story you want to tell. The same bowl arriving wrapped in kraft paper, 

with a care card and a handwritten note, tells a different story entirely. The delivery experience is 

part of  the product. 

 

The Lean 7 Wastes — what is costing you time and money 

Lean thinking identifies seven types of  waste (Muda) — activities that consume time, materials 

or effort without adding any value for the customer. Recognising them is the first step to 

eliminating them. 

  

Waste type What it looks like for artisans Do you have this? (Y/N) 

Overproduction Making more than you have orders for — 

unsold stock, wasted materials 

___ 
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Waiting Materials not arrived; machine not available; 

customer not responding 

___ 

Transportation Unnecessary movement of  materials or 

products — the 40km drive Tomás makes 

___ 

Over-processing More steps, more finishing, more packaging 

than the customer actually needs 

___ 

Inventory Too much stock of  materials you may never 

use; cash tied up in storage 

___ 

Motion Searching for tools, materials or records — 

workshop not organised for flow 

___ 

Defects Errors that require rework, scrapping or 

replacement — the cost doubles 

___ 

  

Your total wastes identified: ___ / 7   The most costly waste in my business:  

Exercises 

 Exercise 1 — Complete your SCOR chain map 

Fill in the SCOR table above for your own craft business. Be honest — mark processes where you currently 

have no system at all. 

→ Which process has the biggest gap between what currently happens and what should happen? 

→ Share your map with a partner from a different country. What is one thing they do in Source or Deliver 

that you could adopt? 

Write one specific, concrete improvement for your weakest SCOR process — with a date. 

 

Exercise 2 — Lean Waste audit 

Work through the 7 Wastes table above. Mark each waste Y or N. 

→ For every Y: estimate how many hours per month that waste costs you. 

→ Your most costly waste: _______________ 

→ One specific action to reduce it by 50% within 4 weeks: _______________ 

In pairs: share your most costly waste. Does your partner have the same one? What have they tried? 
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Shortening and Greening Your Distribution 

Every product that leaves your workshop carries an environmental footprint. The further it 

travels, the more packaging it uses, the more intermediaries it passes through — the bigger 

that footprint becomes. Transport accounts for 25% of  all EU CO2 emissions, with road freight 

being the single largest contributor. 

For artisans, there is genuinely good news: you are already positioned to work with shorter, 

more local distribution chains than any large industrial manufacturer can achieve. A ceramicist 

in Kaunas who sells to local buyers, a textile artist in Torino who supplies nearby design studios, 

a woodworker in Sofia who delivers to local restaurants — each of  these is already ahead of  

global supply chains in terms of  sustainability, transparency and community value. 

This module helps you understand, measure and actively improve that advantage — and 

connect it to the policy environment that is increasingly rewarding exactly what you already do. 

Short distribution chains — the artisan's natural advantage 

A short distribution chain is one with as few intermediaries as possible between producer and 

customer. But shortness is not only about distance — it is about transparency, trust and value 

retention. When you sell directly to a local buyer, three things happen simultaneously: 

● You keep more of  the margin — no distributor or retailer taking a cut 

● You know exactly who your customer is — name, taste, context, story 

● Your product's story is intact — origin, materials, maker — which is itself  a 

competitive advantage 

 

💡  The numbers behind short chains 

72% of  EU consumers say they prefer to buy from businesses that demonstrate sustainable 

practices (Eurobarometer, 2022). 

A product sold directly from maker to buyer at a local market generates approximately 80% 

less transport emissions than the same product sold via an online marketplace with 

international fulfilment. 

Short chain = more margin + more story + less footprint. This is the artisan triple advantage. 

 

The Last Mile — where most cost, emissions and failures concentrate 

The 'last mile' is the final step in the delivery chain — from the last distribution point to the 

customer's hands. In logistics research, the last mile accounts for up to 53% of  total shipping 
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cost, the highest proportion of  carbon emissions, and the highest rate of  failures (damaged 

goods, missed deliveries, lost parcels). 

For artisans, the entire chain is often just last mile — which means this is exactly where your 

attention should focus. 

  

Last Mile element My current situation Green improvement I could make 

Primary delivery 

method 

___________________________ ___________________________ 

Carrier or platform 

used 

___________________________ ___________________________ 

Average distance to 

customer 

___________________________ ___________________________ 

Packaging material ___________________________ ___________________________ 

Packaging volume vs. 

product size 

___________________________ ___________________________ 

Tracking provided to 

customer? 

Yes / No ___________________________ 

Return / complaint 

handling 

___________________________ ___________________________ 

Local collection 

offered? 

Yes / No / Could offer ___________________________ 

EU Green Deal — why your green choices are commercially relevant 

The EU Green Deal commits to a 90% reduction in transport emissions by 2050, with binding 

intermediate targets already in force. The Circular Economy Action Plan (2020) calls for shorter 

supply chains, reduced packaging waste, and extended product lifespans. These are not distant 

policy goals — they are already shaping what large buyers, retailers and public procurement 

bodies require from their suppliers. 
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What this means for artisans: your green distribution choices are increasingly what your 

customers will actively seek, what platforms will reward with visibility, and what institutional 

buyers will require as standard. Getting ahead now is a competitive move, not just an ethical 

one. 

  

💡  Three EU Green Deal principles that apply to your logistics today 

Reduce: fewer trips, smaller packaging, less material 

Reuse: packaging that comes back, materials that circulate 

Report: being able to describe your environmental practices when a buyer asks — because they 

will ask 

 

Circular economy basics for artisan logistics 

The circular economy model is designed to eliminate waste and keep materials in use as long 

as possible. For artisan logistics, three principles apply directly: 

  

CE Principle What it means for logistics Artisan example 

Design out waste Use exactly as much packaging as 

needed; choose materials that 

decompose, are returned or reused 

Kraft paper wrap, paper tape, 

reusable linen bag that the 

customer keeps 

Keep products in use Offer repair, restoration or take-back; 

design for longevity not single use 

Ironwork restoration service; 

textile repair offer; 'return for 

update' programme 

Regenerate natural 

systems 

Choose natural, recycled or locally 

sourced materials for all packaging 

Locally produced tissue paper; 

seed-paper thank-you card; no 

plastic void fill 

  

Green logistics: practical actions at three scales 

  

Scale Actions Impact 
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This week Switch to kraft paper, recycled cardboard and paper 

tape. Batch shipments — dispatch twice a week not 

daily. Offer local collection. 

Immediate cost and 

emission reduction; visible 

to customer 

This month Map your transport emissions. Choose a carrier with 

a carbon-neutral option. Replace one imported 

material with a local equivalent. 

Measurable improvement; 

supplier relationship 

development 

6–12 months Join or build a local artisan collective for shared 

logistics. Sell regularly at local markets. Design for 

repairability and take-back. 

Structural change; 

community value; circular 

model 

 

Exercises 

Exercise 1 — Complete your Last Mile Canvas 

Fill in every row of  the Last Mile Canvas table above. Be specific — 'DHL standard' is more useful than 'a 

courier.' 

→ Which element has the largest environmental impact in your current Last Mile? 

→ Which green improvement could you make this week for zero cost? 

→ What is one green improvement that would require an investment — and what would the payback period 

be? 

Calculate: how many deliveries did you make last month? Multiply by average distance. That is your monthly 

delivery km baseline. 

Exercise 2 — Build your green distribution action plan 

From the three-scale table above, choose: 

→ One action you will take THIS WEEK: _______________ 

→ One action you will take THIS MONTH: _______________ 

→ One action you will work toward in 6–12 MONTHS: _______________ 

For each: name the specific expected benefit (cost reduction, emissions reduction, customer experience 

improvement, or all three). 

Group discussion: Which green action is hardest to implement in your country or craft sector? Why? 

Digital Tools for Logistics Management 

LIsa is a jewellery maker in Vilnius. She used to track her orders in a notebook — until the 

notebook was in her bag when she went to a market, and a customer called about an order 

she had dispatched three days earlier, and she had no way to check without going home first. 

She lost 40 minutes and nearly lost the customer. She now uses a Google Sheet with four 

columns: customer name, order details, dispatch date, and tracking number. It took her 25 

minutes to set up. She has not had that problem since. 
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Technology is not the enemy of  craft. It is a tool. The artisans who use it most effectively are 

not the ones with the most complex systems — they are the ones who identified the two or 

three logistics tasks that cost them the most time, and found the simplest possible digital 

solution for each one. 

The digital logistics stack — four areas, four tools 

You do not need to digitalize everything at once. Start with the area that causes the most 

friction and find the simplest tool that resolves it. The four areas below cover the full logistics 

picture for a small craft business: 

  

Area The problem it solves Simplest tool Step up option 

Order & inventory 

tracking 

Lost orders, unknown 

stock levels, missed 

reorder moments 

Google Sheets (free) — 

one row per order or 

item 

Airtable (free basic) 

for multiple product 

lines 

Customer 

communication 

Inconsistent updates, 

'where is my order?' 

messages, missed 

enquiries 

Email template (write 

once, paste-edit 

always) 

Mailchimp / Brevo — 

free up to 500 

contacts 

Delivery & shipping Price comparison, label 

printing, tracking chaos 

Packlink or Shippo 

(free basic) — compare 

carriers, print labels 

Your carrier's business 

account for volume 

discounts 

Records & 

traceability 

Invoice disputes, GDPR 

compliance, sustainable 

sourcing proof 

Google Drive folder — 

one per customer or 

year 

Simple accounting 

tool: Wave (free) or 

Zoho Books 

 

Your minimum viable logistics system — three habits. Before adopting any tool, build these 

three habits: 
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Habit 1 — Always send a tracking code 

Every dispatched order gets a tracking code sent to the customer within 2 hours of  dispatch. 

This single habit eliminates 80% of  'where is my order?' messages — and signals professionalism 

even at the smallest scale. 

Habit 2 — Keep a dispatch log 

A spreadsheet with one row per order: date dispatched, carrier, tracking code, delivered yes/no. 

Review it monthly — patterns emerge quickly (which carrier damages most, which destination 

takes longest). 

Habit 3 — Write your FAQ before they ask 

A simple 5-question FAQ on your website or in your Instagram bio link eliminates the most 

common enquiries. 'When will my order ship? Do you ship internationally? Can I return if  

damaged? How do I care for this piece?' Answering proactively saves hours per week. 

. 

Basic GDPR awareness — customer data is your responsibility 

When you store a customer's name, email, address or order history digitally, you have data 

protection responsibilities under EU law (GDPR). For small artisan businesses, the 

requirements are manageable: 

● Store only what you need — name, email, what they bought, when. Not more. 

● Keep it secure — a password-protected Google Sheet or Drive folder is sufficient for 

micro-enterprises 

● Give customers the right to be forgotten — if  someone asks you to delete their data, 

do it within 30 days 

● Do not share customer data with third parties without permission 

● If  you send marketing emails, always include an unsubscribe option 

  

💡  Green and digital together 

Digital logistics tools also reduce your environmental footprint: no printed order forms, no paper 

invoices by post, no physical catalogue mailings. A well-maintained digital system reduces your 

admin footprint to near zero while keeping your operation professional and responsive. 

 

Your digital logistics audit 
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Area Current situation Tool I will try Date to set 

it up 

Order tracking    

Inventory 

management 

   

Customer 

communication 

   

Delivery and 

shipping 

   

Records and 

invoicing 

   

 

Exercises 

 Exercise 1 — Set up your dispatch log 

Open Google Sheets (or any spreadsheet). Create a table with these columns: 

• Customer name | Order details | Date dispatched | Carrier | Tracking code | Delivered (Y/N) | Notes 

Enter your last 5 orders from memory. What is missing? 

→ Commit to maintaining this log for every dispatch from today. Review it in 4 weeks. 

→ What would you have known in the last month if  this log had existed? 

Exercise 2 — Digital audit and tool selection 

Complete the digital logistics audit table above. 

→ Your highest priority gap (the one causing the most friction): _______________ 

→ The simplest tool from the table that would address it: _______________ 

→ Time needed to set it up: ___ hours 

→ Set a specific date to have it running: _______________ 

In pairs: share your audit. Does your partner use a tool you have not tried? Ask them to show you in 3 

minutes. 
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Digital Tools for Logistics Management 

The first three modules gave you knowledge and frameworks. This module gives you a personal 

plan. A roadmap is not a rigid document — it is a flexible guide that shows where you are now, 

where you want to go, and what concrete steps will get you there. The best roadmaps are 

honest about constraints and genuinely ambitious about goals. They are also short enough to 

be used rather than filed. 

You will use three frameworks: the Green Logistics Maturity Ladder to assess where you are 

right now, a KPI dashboard to choose what to measure, and the PDCA cycle to keep improving 

after this workshop ends  

The Green Logistics Maturity Ladder — where are you now? 

A maturity model organises improvement into levels so you can see exactly what the next step 

looks like, rather than receiving a pass/fail score. The version below has four dimensions most 

relevant to craft businesses. 

  

Dimension Level 1 — 

Unaware 

Level 2 — 

Beginning 

Level 3 — 

Developing 

Level 4 — 

Advanced 

Level 5 — 

Optimised 

Chain efficiency No map of  

supply chain; 

everything 

on memory 

SCOR chain 

mapped; main 

waste 

identified 

One waste 

eliminated; one 

process 

systematised 

Two or more 

wastes 

eliminated; 

regular review 

Full SCOR 

chain 

optimised; 

PDCA 

quarterly 

Environmental 

impact 

No 

awareness of  

logistics 

footprint 

Packaging 

waste 

reduced; one 

green action 

taken 

Short chain 

prioritised; 

carbon-neutral 

carrier used 

Circular 

packaging in 

use; footprint 

measured 

Full green 

logistics plan; 

measurable 

annual targets 

Digital 

readiness 

No digital 

tools in 

logistics 

Dispatch log 

in place; 

tracking 

codes sent 

Order and 

inventory 

tracked 

digitally 

Customer 

communication 

automated; FAQ 

live 

Integrated 

digital system: 

order-to-

delivery-to-

review 

Resilience Single 

supplier, no 

backup; no 

return policy 

Two suppliers 

identified; 

basic return 

process 

Stock buffer 

maintained; 

complaint 

policy written 

Collective or 

peer network for 

shared 

resources 

Full resilience 

plan: 

alternatives, 

buffers, 

community 
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My scores (circle one level per dimension and enter the number): 

Chain efficiency: ___ / 5   |   Environmental impact: ___ / 5   |   Digital readiness: ___ / 5   |   

Resilience: ___ / 5 

Total: ___ / 20    

Typical entry score for this programme: 6–10   

Target after 12 months: 14–20 

 

 

Logistics KPIs — what to measure 

Choose two or three KPIs that reflect your biggest current challenge. Measure the baseline now 

— you will re-measure in three months. 

  

KPI What it measures My baseline Target (3 months) 

On-time delivery rate % of  orders delivered on 

the promised date 

___% > 90% 

Packaging cost per 

order 

€ spent on packaging per 

dispatched order 

€___ Reduce by 20% 

Local / short-chain sales 

% 

% of  revenue from direct or 

local sales 

___% Increase by 10% 

Average response time 

to enquiry 

Hours between customer 

message and reply 

___ hrs < 24 hrs 

Delivery complaints rate % of  orders generating a 

complaint 

___% < 5% 

Carbon-neutral 

deliveries % 

% of  dispatches using a 

green carrier option 

___% Increase by 15% 

  

Your logistics roadmap — three time horizons 
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Horizon Focus My specific goal How I will measure it 

Short-

term 

(within 1 

month) 

One immediate logistics 

fix — the thing that 

causes the most friction 

right now 

____________________

_______ 

___________________________ 

Medium-

term (1–

6 

months) 

One system to build — 

something that requires 

setup but will save time 

every week from then on 

____________________

_______ 

___________________________ 

Longer-

term (6–

12 

months) 

One structural change — 

a green logistics goal, a 

digital integration, or a 

community collaboration 

____________________

_______ 

___________________________ 

 

The PDCA cycle — keeping your roadmap alive 

Apply PDCA every quarter — one hour every three months to measure, reflect and reset. 

  

Plan Do Check Act 

Choose one logistics 

goal. Define your 

success metric. 

Implement consistently 

for 6–8 weeks. 

Measure your chosen 

KPI. Did it move? 

Keep what improved it. 

Discard what did not. 

Set the next goal. 
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Your quarterly logistics review — 5 questions 

1. What is my Maturity Ladder score this quarter vs. last? 

2. What do my two chosen KPIs show? 

3. Which roadmap goal did I achieve? 

4. Which goal did I not achieve — and why? 

5. What is my single most important logistics improvement for next quarter? 

Exercises 

Exercise 1 — Complete your Maturity Ladder assessment 

Read each row of  the Maturity Ladder carefully. Circle the level that most honestly describes your current 

practice — not where you aspire to be. 

→ Total score: ___ / 20 

→ Your lowest dimension: _______________ 

→ What would Level 3 look like in your lowest dimension? Write it in your own words. 

In pairs: compare scores. What does your partner do in their highest dimension that you could adapt? 

Exercise 2 — Build your logistics roadmap 

Complete the three-horizon roadmap table above. 

→ Short-term: name the specific action, not the general intention. 'Set up dispatch log in Google Sheets by 

Friday' — not 'improve digital systems.' 

→ Medium-term: identify the KPI you expect to improve and by how much. 

→ Longer-term: connect your goal to either the Maturity Ladder (which dimension and which level?) or the 

Green Deal (which principle?). 

Set your first quarterly PDCA review date: _______________ 

Share your roadmap with one other participant. They give one piece of  feedback: Is the short-term goal 

specific enough? Is the KPI the right measure? 
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HUMAN RESOURCE MANAGEMENT  

Scope of the unit  

In a small workshop, one person can carry several roles at once: maker, seller, mentor, administrator 

and problem-solver. When a new apprentice, helper or collaborator arrives, there is rarely a separate 

HR department to define the role, organise onboarding, transfer knowledge or run formal performance 

systems. That does not mean people management is unnecessary. It means the system has to be light 

enough to use in real work. 

This unit treats human resource management as a practical continuity system for craft businesses and 

creative micro-enterprises. It helps owners and workshop leads plan people needs, define roles, recruit 

and onboard fairly, organise apprenticeships and peer mentoring, transfer tacit craft knowledge, build 

digital and green competences, give useful feedback, support inclusion and wellbeing, and retain 
people by creating a healthy learning culture. 

The ACTIVATE emphasis is work-based and proportionate. Learners will produce simple tools that 

can be used in a one-person, two-person or small-team environment: a people-needs plan, a one-page 

role profile, an onboarding checklist, a mentoring and knowledge-transfer plan, a skills matrix, an 

inclusion and workload check, and a three-horizon people roadmap. Where apprenticeship or 

employment rules are involved, these tools support quality and clarity but do not replace national 

legal requirements. 

Key theoretical elements 

By the time you finish, you will be familiar with: 

•  Light-touch workforce planning - translating orders, commissions, seasonal cycles and future 
business plans into realistic people and skills needs. 

•  Task analysis and delegation - distinguishing owner-only work, work that can be delegated, and 
work that can be taught safely over time. 

•  One-page role profiles - purpose, responsibilities, craft skills, digital competences, green practices, 
safety and learning expectations. 

•  Fair recruitment and structured onboarding - selecting for competence and potential, 

communicating expectations clearly, and supporting an accessible start. 

•  Quality apprenticeship principles - written expectations, learning outcomes, designated 

mentors/trainers, regular feedback and progressive autonomy. 
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• Tacit knowledge transfer - making sensory, judgement-based and experience-based craft 

know-how more transferable through observation, demonstration, guided practice, 

reflection and simple documentation. 

• Mentoring and coaching in small teams - roles, boundaries, feedback loops and gradual 

release of  responsibility. 

• Skills mapping - technical craft, digital, sustainability and interpersonal competences, with 

DigComp as a reference for digital learning needs. 

• nclusion, accessibility, wellbeing and workload - practical adjustments and routines that 

support safe, respectful and productive participation. 

• Motivation, retention and employee voice - recognition, autonomy, learning opportunities 

and participation in change. 

• A light-touch HR dashboard and PDCA cycle - keeping people, skills and knowledge 

continuity under regular review without corporate bureaucracy. 

 

LEARNING OUTCOMES 

By the end of  this unit, you will be able to: 

• Translate upcoming work into a simple workforce and skills plan. 

• Separate tasks that must remain with the owner or master craftsperson from tasks that can 

be delegated or taught. 

• Draft a one-page role profile for an apprentice, helper, assistant or collaborator. 

• Plan a fair recruitment and first-day / first-week / first-month onboarding process. 

• Design a safe and inclusive apprenticeship or peer-mentoring structure with clear learning 

expectations and national legal checks. 

• Identify tacit knowledge at risk and build a work-based transfer plan around real tasks. 

• Create a skills matrix covering craft, digital, green and interpersonal competences. 

• Give regular, respectful feedback linked to observable work, quality standards and next 

practice. 

• Identify practical actions that support inclusion, wellbeing, motivation and retention in a 

small team. 

• Build a three-horizon people-and-skills roadmap and apply PDCA to review progress. 
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Plan People, Define Roles and Start Well 

Petar runs a small furniture workshop. Before the winter order rush, he asks a family friend to help. 

The newcomer is reliable, but nobody has explained which tasks can be done independently, which 

machines require supervision, how quality is checked or who approves customer changes. Within a 

week, Petar spends more time correcting misunderstandings than he expected to save. 

The problem is not that the workshop needs corporate HR. It needs five clear decisions: what work 

is coming, what skills are required, what can be delegated, what the new person is expected to do, 

and how they will learn the work safely. Light-touch workforce planning makes those decisions 

visible before urgency turns them into problems. 

From orders and workload to people needs 

Workforce planning in a small enterprise should start from real work, not from job titles. Look ahead 

at confirmed orders, expected seasonal demand, fairs, deadlines, production bottlenecks, 

administration and new digital or sustainability tasks. Then ask which activities require the owner's 

judgement, which can be shared, and which could become a learning opportunity for an apprentice 

or assistant. 

Work signal Question Possible people implication 

Growing order 

volume 

Which tasks are becoming the 

bottleneck? 

Delegate preparation, packing, 

records or routine finishing before 

adding another master-level role 

Seasonal peak / 

fair 

Which work is temporary and 

time-bound? 

Short-term support, clearer shift/task 

plan, early onboarding 

New digital tool Who needs competence and who 

can support others? 

Targeted upskilling, peer support, 

digital champion role 

Greener 

production change 

Which tasks or decisions will 

change? 

New material handling, waste-sorting 

or documentation responsibilities 

Owner overload Which tasks require the owner 

and which are habit only? 

Protect craft-critical decisions; 

delegate repeatable low-risk tasks 

Succession / 

continuity risk 

What happens if one experienced 

person is unavailable? 

Cross-training and documentation of 

critical know-how 
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Light-touch rule 

Do not recruit because “we are busy”. Recruit or train because you can name the work, the skills, 

the supervision required and the value the role should create. 

 

Task analysis: owner-only, delegable and teachable work 

Task analysis breaks the workshop into real activities: customer communication, material 

preparation, machine setup, production, finishing, quality control, packing, digital marketing, stock 

records, invoicing, cleaning and maintenance. This makes delegation safer because the decision is 
based on the task and risk, not on a vague job title. 

Task category Meaning Examples Management response 

Owner / expert 

only - for now 

High-risk, high-

judgement or legally 

restricted work 

Final quality release, 

difficult customer 

design decisions, 

hazardous setup 

Keep responsibility 

clear; identify what 

knowledge could 

eventually be taught 

Delegable now Low-to-moderate risk 

and clear standard 

Packing, stock update, 

routine preparation, 

photo filing 

Write the standard, 

demonstrate once, 

check early results 

Teachable with 

supervision 

Skill can be developed 

through structured 

practice 

Finishing, tool setup, 

customer handover, 

basic digital records 

Define learning steps 

and quality checkpoints 

Shared / cross-

trained 

Business continuity 

improves if more than 

one person can do it 

Order tracking, supplier 

contact, workshop 

opening/closing 

Create backup 

capability and simple 

documentation 

 

One-page role profiles and competence requirements 

A role profile should be short enough to use and specific enough to prevent misunderstanding. Its 

main purpose is to align the owner, mentor and newcomer on what the role is for, what the person is 
responsible for, what must already be known, what can be learned, and how progress will be judged. 

Role profile field What to write 

Purpose of the role One sentence: why this role exists and what result it supports 
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Role profile field What to write 

Main responsibilities Five to seven real tasks, not generic labels 

Craft / technical skills Competences required at entry and competences that can be 

learned 

Digital competences Tools, records, communication or safety tasks required for the role 

Green working practices Material, waste, energy, repair or resource responsibilities 

relevant to the role 

Health & safety Tasks requiring instruction, PPE, supervision or restrictions 

Relationships Who assigns work, who checks quality, who supports learning 

First-month learning 

outcomes 

Specific tasks the person should be able to perform safely and to 

standard 

 

Fair recruitment: competence, potential and accessible participation 

Small enterprises often recruit through local networks and trust. That can be useful, but selection 

becomes stronger when the same basic criteria are applied to everyone. Separate “must have now” 

competences from “can learn here” competences. For apprenticeships in particular, curiosity, 

reliability, willingness to practise, safety awareness and ability to accept feedback may be as 

important as existing technical skill. 

Recruitment should be accessible and non-discriminatory. Use clear language, describe the real tasks, 

avoid unnecessary requirements and make reasonable adjustments where needed. The ACTIVATE 

material provides a quality approach, not country-specific legal advice. Before an employment or 

apprenticeship arrangement starts, the business must check the applicable national rules on contracts 

or agreements, pay/allowances, working time, insurance, safeguarding where relevant, occupational 
health and safety, and any formal apprenticeship requirements. 

Selection criterion 
Required now / 

learnable? 
How will we assess it fairly? 

Safety awareness   

Reliability / attendance   
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Selection criterion 
Required now / 

learnable? 
How will we assess it fairly? 

Relevant craft basics   

Willingness to learn and practise   

Digital basics needed for the 

role 

  

Communication / teamwork   

 

Onboarding: first day, first week, first month 

The first days shape confidence, safety and belonging. Onboarding should introduce not only tasks 

but also the standards and values behind the work: how quality is judged, how mistakes are handled, 

how materials are treated, how customers are spoken to, which digital tools are used, and who the 

newcomer should ask when uncertain. 

Timing Minimum onboarding content Output 

First day People, workshop orientation, safety, tools/material 

restrictions, role purpose, who to ask 

Newcomer can work safely 

within clearly defined limits 

First week Core routines, quality examples, digital tools, environmental 

practices, first supervised tasks 

Mentor and learner agree 

what “good” looks like for 

initial tasks 

First month Broader responsibilities, feedback review, learning gaps, 

next skills, customer-facing expectations 

Written 30-60 day learning 

priorities and increased 

independence where 

appropriate 

For an apprenticeship or structured learning role, written expectations should cover learning 

outcomes, responsibilities, supervision, feedback rhythm and how progress will be reviewed. A 

designated trainer, mentor or buddy reduces the common problem of a learner receiving contradictory 

instructions from several people. 

EXERCISE 

Build a people-needs plan from real work  

Look at the next 8-12 weeks of confirmed or likely work. Do not start with the question “Do I need 

another employee?” Start with the work. 

→  List the five tasks most likely to create delay, overload or risk. 
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→  Classify each task: owner/expert only, delegable now, teachable with supervision, or shared/cross-

trained. 

→  Identify the skill gap behind each bottleneck. 

→  Choose whether the best response is recruitment, delegation, mentoring, cross-training or process 

improvement. 

 

Task / bottleneck Category Skill needed Response 

    

    

    

 

Apprenticeship, Mentoring and Tacit Knowledge 

Transfer  

Ruth can tell by touch when the clay has the right moisture for a difficult form. She can hear when 

the wheel speed is wrong and notice a tiny change in resistance before a beginner can see a problem. 

If she says only “you will feel it with experience”, the knowledge stays locked inside her practice. 

If she slows down, demonstrates, names the cues she notices, lets the learner try, and compares the 
result with a quality standard, the knowledge becomes more transferable. 

This is the centre of light-touch HR for craft businesses. The greatest people risk is often not 

paperwork; it is losing know-how that exists only in one experienced person's habits and judgement. 

Apprenticeship and mentoring turn individual expertise into business continuity while allowing new 
digital and greener competences to enter the workshop at the same time. 

Explicit versus tacit knowledge in craft work 

Explicit knowledge can be written or shown relatively easily: measurements, order numbers, tool 

settings, material codes, steps in a checklist. Tacit knowledge is harder to capture because it depends 

on experience: how much pressure is “enough”, what a correct surface feels like, which sound signals 

a machine problem, when a colour is “slightly wrong”, or how to adapt a technique when material 

conditions change. 

Knowledge type Example Best transfer method 

Explicit Recipe, measurement, standard 

setting, sequence, file naming rule 

Checklist, photo guide, short 

instruction, demonstration 
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Knowledge type Example Best transfer method 

Tacit-sensory Touch, sound, resistance, smell, 

visual judgement 

Slow demonstration, comparison 

samples, repeated guided practice, 

verbalising cues 

Tacit-decision Knowing when to adapt a standard 

process 

Think-aloud demonstration, case 

discussion, supervised decision-

making 

Relational How to handle a difficult customer 

or supplier situation 

Shadowing, role play, debriefing after 

real interactions 

 

Knowledge-risk question 

If this person were unavailable for one month, which tasks would stop, become unsafe or lose 

quality? Those tasks belong at the top of the knowledge-transfer plan. 

 

The ACTIVATE work-based transfer cycle: observe, practise, release, reflect 

Mentoring becomes more reliable when both mentor and learner know which stage they are in. A 

four-stage cycle keeps learning connected to real production while protecting quality. 

Stage Mentor role Learner role Quality control 

1. Observation & 

explanation 

Demonstrate slowly; 

explain key cues, risks 

and reasons 

Watch, ask, repeat the 

key points in own words 

Use examples of 

acceptable / 

unacceptable result 

2. Guided 

practice 

Stay close; correct early; 

ask questions rather 

than take over 

Perform the task with 

support and repeat 

Check critical steps, 

not only final result 

3. Supported 

independence 

Step back; remain 

available; review 

completed work 

Plan and perform larger 

parts independently 

Agree which 

decisions still require 

approval 

4. Reflection & 

next challenge 

Give specific feedback 

and choose the next 

learning goal 

Explain what worked, 

what was difficult and 

what to practise 

Record progress in 

skills matrix / 

learning plan 
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Progressive autonomy is important. If the mentor always rescues the learner, the relationship produces 

dependence. If the learner is left alone too early, quality and safety suffer. The objective is a visible 
transfer of responsibility supported by checkpoints that become lighter as competence grows. 

Mentor roles, boundaries and feedback linked to real tasks 

A mentor is not simply the most experienced person in the room. The mentor needs time, clarity and 

a shared understanding of what is being taught. A useful mentoring agreement defines which skills 

are priorities, how often progress is reviewed, which tasks require direct supervision, how mistakes 

will be discussed and when the learner is ready for greater independence. 

Feedback works best when it is tied to observable work. A light ACTIVATE feedback loop can use 

four questions: What happened? Why does it matter for quality, safety, customer expectation or 

efficiency? What should be done differently next time? When will the learner practise the task again? 
This keeps correction specific and future-focused. 

Feedback step Example 

What happened? “The final sanding left visible cross-grain marks on two panels.” 

Why it matters “They become more visible after finishing and do not meet our quality 

standard.” 

Next practice “Repeat the final pass with the grain and compare under side light 

before approval.” 

Follow-up “Do the next two panels and call me before applying finish.” 

 

Skills matrices, DigComp and short learning plans 

A skills matrix turns “we need more skills” into a visible map. Keep the categories relevant to the 

workshop. ACTIVATE uses four broad groups: technical craft skills, digital competences, 

sustainability/green competences, and interpersonal/customer competences. For digital learning 

needs, DigComp can be used as a reference for areas such as information and data, communication, 

content creation, safety and problem-solving, adapted to the actual role rather than taught as abstract 

theory. 

Skill Needed level Current level Evidence Next learning action 

Core craft task     
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Skill Needed level Current level Evidence Next learning action 

Quality control / defect 

recognition 

    

Digital records / 

information management 

    

Digital communication / 

customer contact 

    

Safe use of digital tools / 

data 

    

Material efficiency / waste 

reduction 

    

Repair / circular practice 

relevant to role 

    

Team communication / 

feedback 

    

 

Learning plans should be short and task-based. Instead of “improve digital skills”, write “update the 

shared order tracker without errors for two weeks”. Instead of “learn sustainability”, write “separate 

material off-cuts according to the workshop reuse system and record quantities for the next batch”. 

Specific learning outcomes are easier to practise, observe and recognise. 

Micro-learning and simple documentation without replacing hands-on learning 

Short videos, photographs, annotated examples, checklists, cloud folders and mobile-accessible notes 

can preserve explicit parts of the craft and reduce repeated explanation. They are especially useful for 

setup, sequence, safety reminders, digital procedures and examples of quality standards. They do not 

replace face-to-face demonstration when the skill depends on touch, timing, sound or judgement. The 
digital resource should support the work, not pretend to capture what only practice can teach. 

EXERCISE 

Build a critical knowledge map 
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Choose one experienced person - including yourself - and list tasks that depend heavily on their 

personal judgement. 

→  Identify three tasks that would create the greatest risk if the person were unavailable. 

→  Classify the knowledge in each task: explicit, sensory tacit, decision tacit or relational. 

→  Choose the best transfer method for each task. 

→  Name the evidence that would show a learner can perform the task to standard. 

 

Critical task Knowledge type Transfer method 
Evidence of 

competence 

    

    

    

 

Feedback, Inclusion, Wellbeing and Retention in Small 

Teams Introduction 

In a team of four, silence is not neutral. If one person is overloaded, avoids asking questions or feels 

that mistakes will be punished, the effects appear quickly in quality, delays and customer experience. 

Small teams have fewer layers to hide problems - but they also have an advantage: communication 
can be direct, relationships can be personal and improvements can be made quickly. 

Retention is therefore not a separate corporate programme. It is the cumulative result of everyday 

management: clear expectations, respectful correction, fair workload, recognition, learning, 

inclusion, autonomy and the feeling that a person's contribution matters. These same practices also 

make digital and greener change easier because people are involved rather than simply told to adapt. 

The owner-manager as people manager: routines that prevent surprises 

In a micro-enterprise, the workshop lead is usually the people manager whether or not the title is used. 

The most effective system is often a few predictable conversations rather than formal paperwork: a 

short work-priority check, a learning/feedback conversation, and a periodic review of workload, skills 
and upcoming changes. 

Routine Purpose Questions 

Work-priority check Reduce confusion and hidden 

overload 

What matters most today? What is 

blocked? Who needs help? 
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Routine Purpose Questions 

Learning / feedback 

check 

Keep progress visible What did you practise? What is improving? 

What needs another demonstration? 

Workload / 

wellbeing check 

Spot risk early Where is pressure highest? Are breaks, 

hours and physical demands manageable? 

Change 

conversation 

Build employee voice What will the digital/green change alter? 

What could go wrong? What support is 

needed? 

 

Psychological safety, trust and everyday inclusion 

Psychological safety in a workshop means people can ask questions, admit uncertainty, report a 

mistake or raise a concern without expecting humiliation or retaliation. This does not remove 

standards. It makes it easier to protect standards because problems are surfaced earlier. 

Inclusion is visible in everyday choices: clear language, accessible instructions, respectful 

communication, equal learning opportunities, reasonable adjustments, flexible ways to demonstrate 

competence where appropriate, and avoiding assumptions based on age, gender, disability, cultural 

background or previous educational experience. Different learners may need more visual explanation, 
more repetition, written steps, slower demonstration or another way to practise the same competence. 

Barrier Possible light-touch adjustment 

Long verbal explanations are hard 

to retain 

Use a short written/visual checklist plus demonstration 

Newcomer is hesitant to ask 

questions 

Name a mentor/buddy and explicitly invite “stop and ask” 

at critical steps 

Physical task is difficult in the 

standard setup 

Review workstation height, tool position, task sequence or 

assistive support 

Digital confidence is low Use guided practice on one real task rather than a broad 

computer lesson 

Language is a barrier Use plain language, images, translated key safety terms or 

demonstration where appropriate 
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Workload, job quality and signs of overload 

Wellbeing includes physical safety, workload, work-rest patterns, mental pressure and the quality of 

working relationships. Craft work can combine repetitive movement, precision, dust/noise, heavy 

handling, customer deadlines and the emotional pressure of one-off commissions. A small team 
should not wait for a crisis before discussing capacity. 

Signal to notice Possible underlying issue Management response 

Repeated late work / 

missed breaks 

Demand exceeds available 

capacity or priorities are unclear 

Re-plan workload, delay 

lower-priority work, 

redistribute tasks 

More mistakes or rework Fatigue, unclear standard, skill 

gap or rushed handover 

Check workload and training 

before blaming motivation 

Avoiding questions / 

hiding errors 

Low trust or fear of criticism Change feedback approach 

and clarify that early reporting 

protects quality 

One person carries all 

difficult tasks 

Knowledge concentration and 

burnout risk 

Cross-train and build 

progressive delegation 

Resistance to new 

digital/green practice 

Change imposed without 

explanation or support 

Involve staff in testing, 

identify friction, provide task-

based learning 

Motivation and retention: why people stay and why they leave 

Pay and conditions matter, but a small workshop also influences retention through the daily 

experience of work. People are more likely to stay engaged when the role is clear, effort is recognised, 

standards are fair, skills are growing, contribution is visible and there is some voice in how work is 

organised. Apprentices also need evidence of progress - not only correction of mistakes. 

Retention factor Light-touch practice 

Recognition Name specific progress and contribution, not generic praise 

Learning Maintain a visible skills matrix and next learning goal 

Autonomy Increase responsibility as competence grows 
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Retention factor Light-touch practice 

Voice Ask for input before changing tools, workflow or environmental 

practices 

Fairness Use clear expectations and consistent standards 

Belonging Include newcomers in team information, customer context and 

workshop traditions 

Future Discuss the next skill, role or responsibility rather than leaving 

progression implicit 

 

Retention conversations should be normal, not saved for the moment someone decides to leave. Ask 

what helps the person do their best work, what creates unnecessary frustration, what they want to 

learn next, and what could make the role more sustainable. In a tiny team, one useful change can have 

an immediate effect. 

Involving the team in digital and greener change 

ACTIVATE's twin transition should not be something done around the team. The people who perform 

the work can often see practical barriers faster than the owner. When introducing a digital order 

tracker, new material-separation system, paperless process or lower-waste production method, 

involve users early: explain the purpose, test it in real work, collect feedback, provide targeted 

learning and adjust the process before declaring it “finished”. 

Change principle 

A new tool is not adopted because it was installed. It is adopted when people understand the 

purpose, can use it in the real workflow, and see that the new method is easier, safer, greener or 
more reliable than the old one. 

 

EXERCISE 

Run a team health and retention pulse 

For a team, apprentice relationship or collaboration, rate each area from 1 (weak) to 5 (strong). Use 
the scores to start a conversation, not to label people. 

→  Clarity: everyone knows priorities and standards. 
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→  Learning: people know what they are improving next. 

→  Voice: questions and improvement ideas are welcome. 

→  Workload: pressure is visible and manageable. 

→  Inclusion: different needs can be raised and reasonably addressed. 

→  Recognition: progress and contribution are noticed. 

→  Change: digital and green improvements are explained and tested with users. 

 

Area Score 1-5 Evidence / example One action 

Clarity    

Learning    

Voice    

Workload    

Inclusion    

Recognition    

Change    

 

Build a Light-Touch HR and Knowledge-Continuity 

System 

The first three modules describe the main people practices. This final module reduces them to an 

operating rhythm small enough to maintain. The objective is not an HR manual. It is a small set of 

tools that help the workshop know: What work and skills are coming? Who can do what? What 

knowledge is at risk? Who is learning what? Where is workload becoming unsafe? What should we 

improve next? 

For a solo practitioner, the same logic still matters. The “team” may include future apprentices, 

temporary helpers, subcontractors, collaborators or the next generation who may need to learn the 

craft. Planning and documenting critical knowledge today reduces future dependence on memory and 

improvisation. 

The minimum viable HR operating rhythm 
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When What to review Tool 

At role / 

apprenticeship 

start 

Purpose, responsibilities, safety, learning 

outcomes, mentor, legal checks 

Role profile + onboarding / 

apprenticeship checklist 

Weekly or as 

work changes 

Priorities, workload, blockers, supervision 

needed 

Short work-priority check 

Monthly Skill progress, feedback, next learning goal, 

emerging overload 

Skills matrix + learning note 

Quarterly Future workload, capability gaps, knowledge 

risk, retention/inclusion, digital & green 

change 

People roadmap + PDCA 

review 

Before major 

change 

Who is affected, what must be learned, what 

support is needed 

Change conversation + 

targeted micro-learning plan 

 

People and knowledge indicators - only numbers that support a decision 

A micro-enterprise does not need a corporate HR dashboard. It needs a few indicators that reveal risk 

or progress. Choose the ones connected to current priorities. 

Indicator What it can reveal Simple measure 

Critical skill 

coverage 

Where one person is the only 

competent person 

Number of critical tasks with at 

least one backup / learner in 

progress 

Learning progress Whether mentoring produces growing 

independence 

Skills moved to the next 

competence level this quarter 

Onboarding 

completion 

Whether newcomers received 

essential support 

Checklist completed and first-

month review held 

Rework / repeated 

error on learning 

task 

Where standards or teaching are 

unclear 

Count repeated defects and 

identify root cause 
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Indicator What it can reveal Simple measure 

Workload pressure Where capacity is becoming unhealthy Overtime / missed breaks / 

delayed work plus team 

discussion 

Retention / stay 

signal 

Whether people see a future in the 

team 

Periodic stay conversation: 

what helps, frustrates, or 

should change 

Participation in 

change 

Whether new digital/green practice is 

embedded 

Who was trained, who uses it, 

what friction remains 

 

Light-Touch HR Maturity Ladder 

Use the ladder as a self-assessment, not a judgement. The goal is to identify the next useful step. 

 

Level What it looks like Next move 

1 - Reactive Roles live in the owner’s head; learning happens 

by watching; feedback occurs mainly when 

something goes wrong 

Write one role profile and 

identify one critical 

knowledge risk 

2 - Clear 

basics 

Responsibilities and onboarding are clearer; a 

mentor is named; some learning goals are 

written 

Add skills matrix and 

regular feedback / 

workload check 

3 - Learning 

system 

Progressive mentoring, cross-training, inclusion 

and digital/green learning are planned around 

real work 

Use indicators and 

quarterly people roadmap 

4 - Resilient Critical knowledge has backup, people have 

voice in change, learning and wellbeing are 

reviewed as part of business planning 

Maintain PDCA and 

prepare future mentors / 

successors 

 
Your integrated light-touch HR system 

•  Module 1 creates clarity: work is translated into roles, fair selection and a supported start. 

•  Module 2 protects craft knowledge: mentoring, tacit knowledge transfer and skills mapping build 

independence and continuity. 
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•  Module 3 protects people and adoption: feedback, inclusion, workload, motivation and employee 

voice support healthy performance and change. 

•  Module 4 closes the loop: indicators, the maturity ladder, roadmap and PDCA keep the system 

proportionate and alive. 

The PDCA cycle - improve one people practice at a time 

Plan Do Check Act 

Choose one people or 

knowledge risk and 

define what 

improvement should 

look like. 

Test one practical 

change: a role 

profile, mentoring 

routine, workload 

check or learning 

resource. 

Review evidence: 

skill progress, errors, 

feedback, workload 

or adoption of the 

new practice. 

Keep, simplify or 

change the 

approach; record the 

lesson and set the 

next priority. 

 

EXERCISE 

Establish your HR and knowledge baseline 

Choose the area where lack of structure currently creates the most risk: unclear roles, poor 

onboarding, knowledge concentration, weak feedback, overload, inclusion barriers or digital/green 

capability gaps. 

→  Choose one indicator from the table above and record the current baseline. 

→  Select one tool from this unit that directly addresses the problem. 

→  Implement the tool with one person or one task before scaling it. 

→  Set a review date and define what evidence would show the change helped. 

Priority risk Baseline Tool / action Review date 
Evidence of 

improvement 
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The consortium  

The ACTIVATE consortium brings together three complementary organisations with experience 

in vocational education, sustainability, digital learning, entrepreneurship support and 

community-based innovation. Together, the partners designed the toolkit to help facilitators 

guide artisans and small creative businesses through practical green and digital transformation, 

while respecting the identity, time constraints and working realities of  craft professionals. 

 

ARTES Italy 

ARTES contributes expertise 
in entrepreneurship support, 
skills development and 
international cooperation. 
Within ACTIVATE, it helps 
connect the toolkit to the 
needs of  artisans, small 
organisations and local 
creative communities seeking 
practical, accessible paths for 
innovation. 

Social Effect Network 
Lithuania 

Social Effect Network brings 
experience in sustainability, 
social innovation and 
competence-based 
approaches. Its role supports 
the green transition dimension 
of  the project, helping 
facilitators translate 
sustainability concepts into 
concrete actions for craft-
based micro-enterprises. 

NIKANOR Bulgaria 

NIKANOR contributes 
expertise in digital 
learning, adult education 
and training 
methodologies. Its work 
strengthens the digital 
transformation dimension 
of  ACTIVATE, supporting 
accessible learning formats 
and practical digital 
upskilling for artisans and 
facilitators. 
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