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[bookmark: _Toc237511112]Overview

Basil’s bakery is an independent business located in a retail park in Coventry, but sales fell 25% after lockdown, as many clients worked in the retail park. Shops closing, redundancies and hybrid work reduced footfall. Clients have requested pre-ordering and home delivery, but Basil works alone and cannot meet the current demands. Meanwhile, Basil is facing higher rent and insurance prices, and his organic ingredients are volatile. Basil is facing increasing competitors, limited cash-flow and footfall, which will make the business fail if changes are not made promptly. 

[bookmark: _Toc237511113]Solution 1 

Although Basil’s Bakery is struggling to keep up with the competition, Basil’s clientele is faithful and remains by his side, requesting his products through different methods, such as home delivery or pre-ordering. As Basil works alone and is uncapable of meeting every demand, the first solution that I propose is for Basil to hire workers that have experience in baking and driving, and change locations to a more central shop. This way he can maximise the number of pastries he produces, whilst also being able to offer home delivery for the clients that would benefit from it, and pre-ordering. 

[bookmark: _Toc237511114]Solution 2 

As a second solution, Basil could close the shop on the retail park, find a smaller, new location that would operate as a production kitchen, which would decrease rent costs and well as decoration costs, and Basil should open an online bakery shop, offering click-and-collect services, as well as local delivery. This solution still requires Basil to hire bakers and drivers so delivery can be successful. The online shop would allow customers to do time-slot bookings, pre-order specific products, and even do larger orders in advance which would increase convenience and make demands easier to meet. 
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Solution 1 was analysed utilizing Dr. Edward de Bono Plus, Minus, Interesting (PMI) method (Table 1), showing that the solution to hire staff is overall positive, with 26 Plus (positives) such as a more central location that leads to more visibility, increased production, overall better customer service and more help. 23 Minus (negatives) which include the possibility of staff turnover, salary and higher rent costs and the time that Basil would spend training/recruiting. The table also shows 19 Implications (interesting) points such as more revenue, more flexibility for and the addition of diverse skills, totalling 22 positive points.


[bookmark: _Toc237511116]Solution 2 Analysis

Solution 2 was also analysed utilizing Dr. Edward de Bono PMI method (Table 2), and it presents an overall positive score. With 22 Plus (positive) points, such as lower rent costs, more sales channels, production being easier to plan and extended selling hours. 18 Minus (negative) points, which include reduced, the cost of new technology, the added staff salary, and the need of new licenses. The analysis shows 10 Implications (interesting) points such as sale’s data being easier to monitor, online marketing being easier, and the automation of orders, totalling 14 positive points.

[bookmark: _Toc237511117]Results

Taking into consideration the PMI analysis of the two options, moving to a central location and hiring more staff is the best solution. Moving to a more central location would allow Basil more visibility and more customer footfall. Even though rent costs would increase, the revenue would be greater than it was at the retail park. Hiring staff would increase salary costs, but the benefits of having workers outweigh the negatives, as there would be a higher production number, more orders would be fulfilled, and the introduction of pre-ordering and delivery services would be a huge advantage for the bakery.  

[bookmark: _Toc237511118]Risk Analysis

There will be risks involved with the changes. As Basil will be getting used to the new location and new client base, the higher rent and added monthly salaries could decrease the monthly outflow in the beginning. Recruiting new workers could slow down the operations, and staff turnover could make Basil have to rehire new staff. Delivery could also bring risks, such as late orders and complaints if something goes wrong. As Basil worked alone before, managing a team will be challenging, but a strong hiring process, team management training and monitoring the costs can help reduce the risks.

[bookmark: _Toc237511119]Results

The risk analysis shows that it is possible but only if Basil takes the risks into consideration. The main risks are the higher rent, staff’s salaries, turnover risks and the new addition of home delivery. All of these factors could affect the bakery if not managed properly. However, these issues can be controlled through monitoring the costs and profit. With the benefits of having a higher production, more staff to tend to customers and more accessibility and flexibility for both Basil and his customer base, the solution shows positive aspects that, with good management, can be easily implemented by Basil. 

[bookmark: _Toc237511120]Implementation Plan

For the solution to be implemented successfully, Basil must do it in phases and manage it carefully. First, Basil must choose the new location, always considering the new rent value, lease terms, decoration costs, and he must have an ideal time frame of when to move. When the location is secured, Basil can begin looking at candidates to work alongside him through hiring websites and hospitality recruiters. Basil must implement a strong hiring process, with the right questions and trial shifts, to ensure that the best candidates join him. The new staff must receive full training on baking and customer service, as well as the delivery procedures. Second, Basil needs to choose if he will have in-house delivery drivers, or if he will go with third-party companies, and if the latter is chosen, he must take into consideration the fees that come with it. Third, he must create a daily guide to help the new team work securely, evaluate the costs and sales, and ask for customer feedback to evaluate the new business’ performance. 


[bookmark: _Toc237511121]Reasoning

The order of the steps was chosen to reduce risks and make sure that the new transition goes smoothly. Finding the location is the first step as the new rent cost, shop and the opening date will allow Basil to have time to hire staff. Focusing on delivery comes second because it is one of the most requested changes and testing it would ensure there are no issues. The daily guide and evaluation of costs and revenue comes third, so he can make sure that if there are any issues, these are corrected ahead of time. 

[bookmark: _Toc237511122]KPI & SMART Objectives

One KPI for the bakery should be Successful Order Rates, and SMART objectives such as train staff on the first two weeks, increase orders by 30% in three months of the new location, maintain complaints under 5% by the first three months, and debut home delivery with 70% customer satisfaction feedback on the first two months.

[bookmark: _Toc237511123]Explanation

These metrics will help Basil track if the new changes are improving the business and customer experience. Customer satisfaction feedback, order rates and successful orders will show how the bakery is progressing towards the expectations. Managing complaints and delivery will show if there are flaws in the provided training, team or management. By looking at the data often, Basil will easily identify issues, allowing him to improve the service.


[bookmark: _Toc237511124]Key Findings

Moving to a more central location will increase visibility and customer base, and hiring staff will increase the production and provide better service. Good training is required to make sure that the business is consistent. Delivery will bring more customers to the bakery, but the drivers must be trained properly. With the higher rent, salaries and new expenses, there will be less cashflow at the beginning, but in general, the KPI’s and SMART solutions will guarantee that the moving will improve the bakery’s success and increase general profit and visibility. 
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	PLUS
	MINUS
	INTERESTING

	More Staff Available (+6)
	Spending On Salaries (-6)
	More Help Available (+4)

	Increased Production (+7)
	Higher Rent Costs (-7)
	Diverse Skills (+3)

	Increased Customer Service (+5)
	Time Spent Training (-3)
	More Flexibility for Basil (+5)

	Central Location (+8)
	Risk Of Staff Turnover (-7)
	More Revenue (+7)

	Total = 26
	Total = -23
	Total = 19

	Total = 22


(PMI Table 1 – Solution 1)




	PLUS
	MINUS
	INTERESTING

	Lower Rent Costs (+7)
	Less Visibility (-6)
	Sale’s Data Is Easier To Track (+5)

	More Sales Channels (+4)
	Technological Costs (-5)
	Easier to Promote Online (+6)

	Production Easier To Plan (+5)
	Spending On Salaries (-4)
	Automated Ordering System (+3)

	Not Limited by Closing Times (+6)
	Some Customers Might Not Use Technology (-3)
	Need Of Different Licenses (-4)

	Total = 22
	Total = 18
	Total = 10

	Total = 14


(PMI Table 2 – Solution 2)
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