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Task 1: Overview of Case-study
[bookmark: _Hlk205982497]Basil’s Bakery is an independent artisan bakery located in a Coventry retail park. Established in 2015, it grew steadily until sales fell sharply from 2020 and remained 25% below 2019 levels, while costs increased. The root problem is sustained sales stagnation and revenue decline caused by the bakery’s failure to adapt its business model to major post-pandemic changes. Key contributing issues include reduced footfall due to remote working, no online or pre-ordering options, inconsistent opening hours, rising ingredient costs, and inflexible operations that no longer reflect customer habits.
Task 2: Two Proposed Solutions
Online Ordering & Click and Collect / Local Delivery
Digital Sales & Convenience Service
This solution Implement a simple, low cost online ordering system offering preorder, click and collect, and limited local delivery. Rationale: Directly addresses the loss of walk-in customers and demand for flexible purchasing. It turns the bakery’s opening hours into a predictable service rather than a barrier. Fit: Solves the root problem by unlocking revenue from customers who cannot easily visit the shop.
(Demand Aligned Opening Hours & Local Marketing
Optimized Operations & Community Outreach This solution will restructure opening times to match actual peak demand, and launch low-cost local marketing social media, loyalty offers, local business partnerships Eliminates wasted labor/utility costs during quiet periods, fixes the unpredictable opening complaint, and rebuilds visibility to draw back existing and new customers. This is to reduce costs and stabilizes footfall, directly supporting revenue recovery.

Task 3b) Evaluation Results and Justifications
Solution B Demand‑Aligned Opening Hours & Local Marketing is recommended, scoring +6 overall in PMI: Plus +6, Minus −3, Interesting +3. Solution A Online Ordering & Click and Collect scored +4 (+5 − 4 + 3), offering fewer benefits and carrying greater drawbacks. Five criteria were used: financial impact, speed of results, risk level, addresses root causes, operational fit. These were chosen because they directly reflect the bakery’s core problems: falling revenue, wasted overheads, unreliable opening hours, eroded trust and limited budget. Weightings 1 low 5 critical reflect priority: finance 5, speed 5, risk 4, root‑cause 4, operational fit 3, based on urgency and survival needs. Weighted scoring returned 81 % for B, 61 % for Solution B is fully justified: it saves money from week one, delivers results in 1–2 weeks, has very low risk and fixes underlying issues. It stabilises the business; digital channels remain a valid option to add later once operations are reliable.
Task 4b) Justifications for the Implementation Plan
The task order is deliberately sequential and evidence led, fully aligned to Solution B’s low risk, fast results design. Task 1 comes first because a data backed audit eliminates guesswork, ensuring all later changes target real, verified problems rather than assumptions skipping this step would waste resources and undermine the solution’s credibility. Task 2 follows immediately to lock in week one cost savings, delivering early tangible value to justify the project and secure ongoing leadership buy in. Task 3 addresses the underlying operational weaknesses identified in the audit, fixing root causes rather than temporary symptoms. Task 4’s phased training and pilot de risks full rollout, avoiding organisation-wide disruption if adjustments are required. Scheduling is compressed to 10 days to meet Solution B’s 1–2-week delivery promise, with controlled overlapping work to speed progress without cutting corners. Responsibilities are allocated strictly by role expertise: finance leads supplier talks to leverage commercial negotiation skills, operations own process design to ensure practical, frontline friendly changes, and supervisors lead training to boost team engagement. This division removes single points of failure, keeps accountability clear and preserves the solution’s very low risk profile.
Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The proposed core KPI is monthly net operating cost per customer transaction. This is selected because it is a holistic, outcome-focused measure that captures both pillars of Solution B: supplier cost reductions and core process efficiency gains, rather than tracking siloed improvements in isolation. It is simple to extract from existing finance and operations data, can be monitored monthly to track progress, and directly links operational changes to the core problem of eroding short-term financial stability, ensuring success is measured against real business survival needs. All three SMART objectives are intentionally aligned to drive improvement in this KPI First, Secure a minimum 10% average cost reduction across the top 3 supplier contracts, with revised terms signed by 10 July 2026 this directly lowers the  operating cost element of the KPI, delivering immediate month-on month reductions with no upfront investment, and provides the fastest possible tangible improvement to the final cost per transaction figure. Second, Reduce average delays in the 3 core workflows by 15% within 4 weeks of process rollout this targets the efficiency side of the KPI, cutting wasted labour and excess overhead spread across every customer transaction, so the same cost base supports more completed work lowering the overall cost per transaction value. Third, achieve 100% frontline staff completion of new SOP training and signed compliance confirmation by 16 July 2026 this ensures the cost savings and efficiency gains from the first two objectives are actually delivered and sustained full team adoption prevents avoidable errors or rework that would otherwise keep the KPI high, locking in long term improvement.

Task 7) Key Findings
[bookmark: _Hlk208302504]Weighted appraisal scoring (81% for Solution B, 61% for Solution A) confirms it is the evidence backed optimal choice, prioritising fast, low risk operational and financial stabilisation.
• The business’s core vulnerability stems from two linked root causes: overinflated costs across the top three suppliers and 18% avoidable waste in three high volume core workflows.
• The structured 10 day phased implementation plan is fully feasible, delivering tangible cost savings from week one with no upfront investment and minimal operational disruption.
• Monthly net operating cost per customer transaction is the most robust success KPI, holistically capturing both supplier savings and process efficiency gains.
• Sustained KPI improvement depends entirely on full frontline adoption of revised SOPs, as even well designed changes fail without consistent team compliance.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Captures customers unable to visit shop                    +2
	High upfront cost: website, app, payment system         -2
	Can partner with local couriers to avoid owning vehicles.                        +1

	
Extends sales beyond physical opening times   +2
	Requires digital skills / staff training                               -1
	Data collected can inform future ranging & promotions 
+1                                                       

	
Reduces in store queuing & congestion                      +1
	Ongoing fees: hosting, payment processing, marketing                           -1
	Pre‑orders improve production planning & waste control.                          +1

	

	
	

	
TOTAL: +5
	
TOTAL: -4
	
TOTAL: +3



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Immediately cuts labour & utility costs in quiet periods	+2
	Some existing customers may dislike changed hours	−1
	Can trial hours for 4 weeks then adjust with data.       +1

	Matches availability to proven peak demand	           +2

	Effect depends on quality of local marketing execution	−1
	Partnerships with nearby businesses create reciprocal trade.                                +1

	
Very low capital cost, mostly time & effort	                    +2
	Revenue upside capped relative to new channels	−1
	Loyalty scheme builds long term retention not just one-off sales.                               +1

	
TOTAL: +6
	
TOTAL: -3
	
TOTAL: +3





Appendix 2 – Task 4a
Implementation Plan

Unreliable core operational workflows, inflated priority supplier costs and inconsistent service standards are driving 18% avoidable process delays, 12% unnecessary monthly overhead and falling customer retention, putting the business’s short term financial stability at risk.
Solution B  In house core process stabilisation and priority supplier cost reduction programme lean redesign of high waste workflows, renegotiated supplier contracts and targeted staff upskilling to cut costs from week one fix root operational causes and stabilise performance with minimal upfront investment.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	


	
Conduct full baseline audit of core workflows and top 3 supplier contracts map gaps, waste points and quick cost saving opportunities

	
Days 1–2

	
Operations Manager + Finance Lead

	
Signed off 1 page audit report submitted to Operations Director; 3 high impact cost saving and 3 root cause process fix opportunities formally agreed by the leadership team


	2
	


	
Renegotiate payment terms and unit pricing with priority suppliers; lock in revised agreements to deliver cost savings from week one

	

Days 2–4
	

Finance Lead supported by Operations Manager
	
All 3 revised supplier contracts fully signed by internal and external stakeholders; 12% average monthly reduction in supplier overheads confirmed in writing, effective


	3
	


	Redesign 3 high waste core workflows using lean principles draft simplified step by step procedures and 30-minute team training materials


	Days 3–6


	Operations Manager 2 Frontline Team Supervisors


	

3 revised SOPs formally signed off for rollout training materials trialled with 2 frontline staff and rated 4/5 or higher for clarity and practicality printed checklists prepared for all shifts

	4
	


	Deliver team training, run 3-day pilot of revised workflows, monitor performance, resolve minor issues and embed new processes permanently


	
Days 7–10

	
All staff led by Team Supervisors oversight by Operations Manager

	

100% staff attendance and successful completion of training pilot performance data shows a 16% reduction in average process delays; final SOPs and guidance uploaded to the company shared drive for ongoing team access



Project Management Institute (2021) A guide to the project management body of knowledge (PMBOK guide). 6th edn. Newtown Square, PA: Project Management Institute.
Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Track total monthly operating costs priority supplier expenditure + core workflow labour costs divided by total customer transactions, isolating only changes driven by Solution B’s supplier renegotiations and lean process redesign. Exclude one off cost to ensure accuracy.





	
Calculated monthly using existing finance and operations data; formal target of a 12% reduction in the KPI value within 4 weeks of implementation. Verified via signed revised supplier contracts and daily team workflow performance logs.



	
12% reduction is fully realistic: 7% from the confirmed 10% average cut to top 3 suppliers (which make up 70% of variable costs) + 5% from 15% faster core workflows reducing unplanned labour waste. No upfront investment removes delivery barriers.




	
Directly measures Solution B’s dual core goals immediate cost reduction and long-term operational stabilisation. It links process changes to tangible financial performance, which is critical to protecting the business’s short term survival needs.



	
Baseline value calculated using June 2026 performance data; first revised KPI reported 31 July 2026, with monthly monitoring for 3 consecutive months to confirm sustained, long-term improvement.





Project Management Institute (2021) A guide to the project management body of knowledge (PMBOK guide). 6th edn. Newtown Square, PA: Project Management Institute.
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