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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is an independent artisan bakery based in a Coventry retail park, established in 2015. It specialises in organic breads, cakes and pastries, serving retail park shoppers, and nearby office and warehouse staff. Since the 2020 Covid19 pandemic, sales have stagnated at 25% below pre 2020 levels. Footfall has fallen sharply as neighbouring shops close, loyal customers have been made redundant, and office staff now work from home part of the week. The business has no delivery service, no easy pre-order system, and limited promotion. Rising overheads and volatile organic ingredient costs add further pressure, putting the bakery’s long-term future at risk.
[bookmark: _Hlk205982497]
Task 2: Two Proposed Solutions
Basils Reach & Resilience Plan Solution A Proposal
Solution A Proposal: Name: Basil’s Reach & Resilience Plan
This solution introduces a simple online pre-order system for collection, plus low-cost third party local deliver so customers can order whether they are onsite, at home or at work. It also includes targeted social media promotion and fixed price supply agreements with local organic growers to stabiles ingredient costs. It directly addresses lost sales from reduced footfall and hybrid working, fixes missed orders and long waits and smooths unpredictable expenses all without Basil needing to leave the bakery or compromise on quality.

[bookmark: _Hlk205980222]Basils Workplace & Community Focus Solution B Proposal
Name: Basil’s Workplace & Community Focus
This solution shifts focus from casual footfall to secured bulk orders: creating set lunch and baked-good bundles for nearby offices, warehouses, and local schools, with scheduled weekly deliveries. It also runs small loyalty rewards for regular in-store customers. This locks in guaranteed repeat revenue instead of relying on passing trade, reducing risk from falling retail park footfall and keeping overheads predictable.


Task 3b) Evaluation Results and Justifications
Preferred solution: solution A Basil’s reach and resilience plan 
This is his proper option as I every root cause the falling footfall unmet customers demand for delivery and pre-order, missed sales from poor promotion and unstable costs. The criteria used were impact on sales ease of implementation, cost and alignment with business values weighted 40%, 30%, 20% and 10% respectively sales recovery is the most urgent priority while ease of use matters as Basil works alone. Solution A scores highest across all categorise it recovers lost customers without extra work is low cost and keeps organic artisan standards intact. Solution B is too narrow and misses serving former customers who now work from home. 

[bookmark: _Hlk205981406]Task 4b) Justifications for the Implementation Plan 
[bookmark: _Int_NtqHuD9d]Task logically preparatory work first followed by rollout, training and review as later stages depend on earlier completion to avoid delays or rework. Scheduling aligns with operational quiet periods to minimise disruption to daily services with buffer time built in to resolve unforeseen issues responsibilities are assigned based on role expertise like IT leads system setup, team manager deliver staff training and project manager oversees progress this ensures accountability leverages existing skills and prevents over overloading individuals the phased timeline also allows for iterative adjustments reducing implementation risk and supporting smooth acceptance of changes.

Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The core KPI has 90% staff compliance with new processes and 15% improvement in task completion efficiency with in 3 months this was selected as it directly measures both successful implementation and functional impact covering both behavioural an outcome. Each SMART objective is justified as follows: Specific targets eliminate ambiguity about what needs to be achieved measurable metrics allow clear progress tracking rather than vague assessments achievable goals are set based on past performance and available resources to maintain motivation relevant objectives link directly to the projects aim of improving service quality and productivity time bound deadlines create clear milestones maintain drive and enable timely intervention if progress while remaining realistic and aligned with organisational priorities.

Task 7) Key Findings
· Current process inefficiencies add an average of 2 hours of unnecessary work per team member each week.
· Staff have high willingness to adopt new systems but lack confidence without dedicated training. 
· Phased implementation reduces disruption and improves long term deployment rates compared to full immediate rollout.
· The proposed changes are cost-effective and will deliver more of a savings and salary.
· Regular monitoring and feedback loops are critical to sustaining improvements beyond the initial launch period.
[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a

PMI Evaluation Table

	Solution A: Phased Implementation of Revised Work Processes

	Plus
	Minus
	Interesting

	Minimises daily operational disruption 
	Takes longer to reach full rollout 
	Can be adjusted flexibly based on early feedback

	Allows staff to adapt gradually 

	Requires scheduling and coordination effort 
	Builds internal expertise support later stages 

	Easier to identify and resolve issues early 

	Small efficiency gains at the start
	Generates positive momentum from early successes 

	Supports targeted training at each stage 

	Needs consistent management focus throughout 
	May encourage further process improvements from staff

	Pay close attention to small details so work Is accurate and needs very few corrections

	
	




 

	Solution B: Immediate Full Rollout of Revised Work Processes

	Plus
	Minus
	Interesting

	Full operational efficiency achieved quickly 
	High risk of major workflow disruption 
	No transitional period means less time spent planning transitions

	Only requires one round of project coordination 

	Can cause stress and errors for less confident staff 
	May create a strong on off incentive to adapt quickly 

	Clear, single milestone for completion

	No chance to refine changes before wider launch 
	Could highlight system gaps very rapidly 

	Simple timeline to communicate 

	Higher chance of adoption resistance
	May require extra support resources for a period

	Good at finding simpler faster ways to get things done without cutting corners 
	

	








Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Decreasing sales 
Name the solution you are implementing: Workplace & community focus
	
	WHAT
	         HOW

	WHEN

	WHO

	Done

	1
	Current state and needs check


	Talk to staff about ideas and availability.
Check for any existing charity or local links and visit local food banks schools and care homes wha they need 


	Weeks 1-4 
(3-30 august 2026)


	Basil and Stakeholders: Bakery manger, all bakers shop staff and local contacts 


	

Done

	2
	Agree Bakery guidelines and goals 


	Hey could reduce waste, support locals, build team spirit. Set rules should leftover food handling , safety and hygiene to align with bakery standards  


	Week 5-6
(1-14 October  2026)


	Basil and stakeholders: senior staff 


	
Not done


	3
	Workplace engagement activities 


	Launch team charity bakes or monthly volunteer slo slots you could even start a staff idea box and share updates at start of shift briefing  


	Week 7 ( from 15 October  2026)


	Basils and shift supervisors stakeholder all bakery team 


	

Not done

	4
	Set up local partnerships 


	Formalise agreements such as leftover food donations, school have


	


	


	



	
	WHAT
	         HOW

	WHEN

	WHO

	Done

	1
	Current state and needs check


	Talk to staff about ideas and availability.
Check for any existing charity or local links and visit local food banks schools and care homes wha they need 


	Weeks 1-4 
(3-30 august 2026)


	Basil and Stakeholders: Bakery manger, all bakers shop staff and local contacts 


	

Done

	2
	Agree Bakery guidelines and goals 


	Hey could reduce waste, support locals, build team spirit. Set rules should leftover food handling , safety and hygiene to align with bakery standards  


	Week 5-6
(1-14 October  2026)


	Basil and stakeholders: senior staff 


	
Not done

	3
	Workplace engagement activities 


	Launch team charity bakes or monthly volunteer slo slots you could even start a staff idea box and share updates at start of shift briefing  


	Week 7 ( from 15 october 2026)


	Basils and shift supervisors stakeholder all bakery team 


	
Not done


	4
	Set up local partnerships 


	Formalise agreements such as leftover food donations, school have some sessions and care home treats 


	Week 7-10
(15 October – 11 November 2026)


	Stakeholders food banks, local schools, care homes and parish council


	
Not done




 
· 

Appendix 3 – Task 5a

The Key Performance Indicator is: More Customers 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Questionnaire 



Handing out set goodies 

Online reviews


	30 Qs



Asking people to taste


20+
	Yes



Yes


Yes

	To get feed back from customers 

Bring in more customers

To see good and bad feed back to see what could make it better 
	1 hour 




1 month


2 years 
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