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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil Bakery is independent artisan bakery in Coventry established in 2015 known as organic baked goods after 2020 grow sales have stabilized at 25% below 2019 levels since 2023 with no sign of recovery.The root problem is falling customer demand combined with rising cost driven by reduced retail park footfall remote working customers request for delivery and higher overheads and ingredient cost.These factors together threaten the bakery long term vaibility
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Provide a 
Online pre ordering local delivery services
This solution adds a simple website or social media platform plus delivery via local couriers or small third party platform.It directly adressen unmet customers needs capturing orders from home workers and loyal customers who cannot visit in person.Pre ordering also cuts waiting times and missed calls while delivery open new revenue streams beyond the retail park this will reserve demand decline by expanding reachand improving customer experience.
(Provide a name) Solution B Proposal
Product Range and Community Partnership
This solution introduces smaller affordable lunch options and bulk catering for local businesses.Plus partnerships with nearby café and community groups it reduces reliance on passing trade and creates more predicable sales opportunities and partnership also build brand and loyalty helping stabilise income.
Task 3b) Evaluation Results and Justifications
Solution A is the most choice prioritsed using three weighted demand 50% weighted
Task 4b) Justifications for the Implementation Plan
Tasks are ordered to first lay foundational work then roll out changes and finanlly build partnership this sequence minimises opertional disruption and avoids wasted effort.Early tasks focus on updating menu sourcing affordable ingredients and adjusting kitchen workflows as these are essential before launching new products assigning clear roles 




Task 5b) Justifications for the KPI and SMART Objectives
The core kpi monthly revenue from new products and partnership is chosen because it directly measures wheter this solution achieves its main goal reducing reliance on casual trade and creating stable income unlike general sales it isolates the impact of changes we are making
Each smart objective

Specific: lauch new menus secure partnership
Measurable:Targets grow sales 
Achievable:Target are set based on local market size and existing capacity
Relevant:Expanding catering building community 
Time-bound:Clear deadlines create accountability and keep on schedule 

Task 7) Key Findings

· Casual passing trade is unvariable and leaves Bakery Basil vulnerable to quiet periods or seasonal drops.
· There is clear local demand for affordable small lunch options and reliable bulk catering from nearby businesses.
· Community and business partnerships provide more stable, long-term income than one-off walk-in sales.
· Expanding the product range will help the bakery stand out from nearby competitors and build stronger local loyalty.
· Carefully planned implementation and clear targets are critical to minimising disruption and delivering lasting improvements.
[bookmark: _Hlk208302504]

Reference List 
Baker, J. and Hart, T  (2020) small business strategy: growth and resilience. London, Kogan page.
Walker, S. (2023) ‘SMART objectives and KPI’S for micro-businesses, International journal of a small business.
 





























Appendices




Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Reduces ingredients waste and stock holding stock.
	Loses some customers who wanted less common items. 
	Could create opportunities for limited-edition seasonal lines later.

	
Simplifies kitchen workflow, speeds up services.
	May reduce appeal for larger or varied groups orders.
	Frees up space/resources to improve quality of remaining products.

	Increase profit margin per item sold.

	Less differentiation from nearby competitors.
	Can test demand for removed items via pre-order requests.

	Easier to train staff and maintain consistent quality.

	Risk of appearing less flexible to costumers needs.
	

	
TOTAL:4 
	
TOTAL:4 
	
TOTAL:3 



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


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	 Reduces reliance on unpredictable passing trade	
	Makes the business more resilient to quiet periods
	Opens up long-term recurring income streams	

	Creates stable, predictable bulk sales

	Requires new ingredients and menu development work
	Builds strong brand loyalty and local reputation	

	
Reaches new customer groups (offices, groups)
	May need extra kitchen capacity at peak times
	Can cross-promote core bakery products to new contacts	

	Makes the business more resilient to quiet periods

	Pricing for bulk orders may lower individual margins
	Pricing for bulk orders may lower individual margins

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 3



Therefore: Overall Total for Name (for Solution B) = 

Overall Total Calculation
 
Using the standard PMI scoring method (Plus total − Minus total + Interesting total):
Overall Total for Local Growth & Value Catering (Solution B) = 4 − 4 + 3 = 3
PMI Evaluation Explanation & Justification
 
The Plus-Minus-Interesting (PMI) method is a structured decision-making tool developed by Edward de Bono to assess options objectively by separating positive, negative, and exploratory factors, avoiding rushed or biased judgments (de Bono, 2017). For both solutions, four core factors were selected to align with Bakery Basil’s key priorities: income stability, cost efficiency, customer reach, and long-term resilience.For Solution A, the benefits focus on operational simplicity and higher margins, while drawbacks relate to reduced product variety and competitive distinction. For Solution B, the strengths lie in diversifying income away from volatile passing trade, creating recurring revenue, and strengthening local community ties all critical for the bakery’s long-term sustainability. Its challenges centre on initial setup work and lower unit pricing for bulk orders. Interesting points highlight hidden opportunities, such as cross-promoting existing products or refining services based on partner feedback. This evaluation confirms Solution B is better aligned with the goal of building a more secure, future-proof business.
 


Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	


	
Develop new affordable lunch menu and bulk catering price list; source cost-effective ingredients

	
Weeks 1–2	

	
Bakery Manager + Head Baker	

	



	2
	


	Train staff on new recipes, portion control, and bulk order preparation workflows


	
Weeks 2–3

	

Head Baker + Front-of-House Lead	
	



	3
	


	Draft partnership proposals, contact local offices, cafes and community groups to present new services


	
Weeks 3–5	

	
Bakery Manager

	



	4
	


	Soft-launch new lunch items for walk-in customers; set up ordering process for bulk/partner orders


	Week 6-8	


	


	





· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase sales from new lunch lines and catering services, secure at least 5 formal local business/community partnerships, and grow non-walk-in income share.




	

Achieve a 20% rise in monthly revenue from these new offerings; partnerships contribute £1,200+ monthly within the target period.	



	


Based on local business demand and existing production capacity; targets are phased to avoid overstretching staff or resources.


	


Directly addresses the core problem of over-reliance on passing trade, builds long-term income stability, and strengthens local brand presence.


	

Fully achieved within 6 months from the launch of the new solution.
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