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[bookmark: _Hlk205982484]Task 1: Overview of Case-study
Basil's Bakery is an independent artisan business in a Coventry retail park, founded in 2015, specialising in high-quality, ethically sourced breads, pastries and cakes. Sales grew steadily until 2020, when lockdown restrictions caused a sharp decline; while footfall has recovered, sales remain 25% below 2019 levels and have stagnated since 2023. Key contributing factors include reduced retail park visitors, widespread remote working cutting lunchtime trade, unmet customer demand for pre-orders and delivery, plus rising overheads and volatile organic ingredient costs
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[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Name: Online Pre-Order & Local Delivery
Service
This solution sets up a low-cost online ordering system and partners with local last-mile couriers for same-day delivery across Coventry. It directly addresses unmet customer requests, reduces lost orders from unanswered phones, and opens sales to remote workers and former customers who no longer visit the retail park. It builds on existing products without changing core baking operations, so Basil can maintain quality while reaching new revenue streams.

Name: Diversified Sourcing & Operational
Efficiency Overhaul
This solution establishes contracts with
multiple regional organic suppliers instead of relying on single sources, plus introduces small-batch production scheduling to cut waste. It also renegotiates retail park rent and upgrades to energy-efficient appliances. This reduces supply risk, stabilises ingredient costs, lowers monthly overheads, and protects profit margins while keeping the bakery's commitment to high-quality, sustainable produce.



Task 3b) Evaluation Results and Justifications
· Evaluated against weighted criteria:
· Revenue Potential (50%), Cost Impact (30%), Implementation Feasibility (20%)
· Solution A scores highest overall: it delivers strong revenue growth by expanding reach, has low upfront costs, and fits Basil's existing workflow. Solution B reduces costs but delivers slower revenue gains and requires more time to renegotiate contracts and adjust production.

· Revenue Potential: Prioritised highest as stagnant sales are the core threat to viability; Solution A directly targets this by unlocking new customer groups.
· ﻿﻿Cost Impact: Important to protect
Margins,
but secondary to reversing
sales decline.
· ﻿﻿Feasibility: Ensures changes can be managed alongside daily baking duties;
Solution A requires less operational upheaval.




Task 4b) Justifications for the Implementation Plan
Implementation will run over 8 weeks, ordered to minimise disruption to daily trade:
· ﻿﻿﻿Weeks 1-2: Set up ordering system and courier partnership - first step to secure core infrastructure.
· ﻿﻿﻿Weeks 3-4: Test service with loyal customers and train staff - fixes issues before full launch.
· ﻿﻿﻿Weeks 5-6: Launch marketing via social media and local business groups - builds awareness with target users.
· ﻿﻿﻿Weeks 7-8: Review operations and expand delivery zones - scales gradually to avoid overstretching Basil's small team.
· Responsibilities stay with Basil and his existing staff to keep costs low; phased rollout avoids diverting time from in-store customers during busy periods.

Task 5b) Justifications for the KPI and SMART Objectives
Key Performance Indicators (KPls)
· Monthly online/pre-order volume:
· Tracks uptake of the new service directly.
· ﻿﻿New vs returning customer split:
Confirms if delivery reaches people outside existing retail park visitors.
· ﻿﻿Average order value: Measures if customers pay to vengeance
· Service cost per order: Ensures the service remains profitable.

SMART Objectives
· ﻿﻿﻿Specific: Launch pre-order and same-day delivery for all core products within 8 weeks.
· ﻿﻿﻿Measurable: Achieve 15+ online/pre-orders per day and 10% revenue growth within 6 months.
· ﻿﻿﻿Achievable: Targets are based on feedback from existing customers who requested these services.
· ﻿﻿﻿Relevant: Directly addresses falling footfall and unmet demand, the main barriers to higher sales.
· ﻿﻿﻿Time-bound: All milestones set for clear, short-term periods to track progress quickly.



Task 7) Key Findings:
Overall basil bakery’s biggest problems are how slow there manual stock checks are, there high food waste, having frequent record mistake that cost time and money. However, by comparing solution that show   digital stock and sales system is far more practical and effective than hiring extra staff or keeping paper records. By having a clear step by step planning and staff training that are critical in making new systems work well for everyone, as having a simple setting, measurable targets that will help track/fix  changes in the bakery issues within 6 months, with this update it will make it easier for the bakery to grow and add new items, or start online orders later on.
· Stagnant sales stem less from poor products, and more from changed customer habits and unmet service needs.
· ﻿﻿﻿The retail park's decline and remote working are long-term shifts, so relying only on in-store trade will limit growth.
· ﻿﻿﻿Low-cost digital services offer faster, more sustainable revenue growth than cutting costs alone.
· ﻿﻿﻿Small, phased changes are easier to manage and less risky than large operational overhauls for a small business.
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Appendix 1 – Task 3a
PMI Evaluation Table

	
New digital stock & sales (for Solution A)

	Plus
	Minus
	Interesting

	Automatically tracks stock-less food goes bad.+2
	Costs money to buy and set up -2
	Can connect delivery apps later +1

	
Saves time on counting stock by hand.+2
	Staff need time to learn how to use it  -1
	Shows which items sell the most +1

	
Makes fewer mistakes than writing on paper.+1
	Need good internet to work -1
	Can add a loyalty club for regular customers +1

	
Helps order the right amounts of ingredience.+2
	Takes time to add old edits -1
	Suppliers can see stock levels to plan deliveries.+1

	
TOTAL: +7
	
TOTAL: -5
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +7-5+4=+6
	Hire a Stock Manager (for Solution B)

	Plus
	Minus
	Interesting

	No new tech to learn +1
	High salary costs -3
	Works without internet+1

	Keeps familiar with work style +1
	Still slow manual work -2
	Hard to check records fast -1

	No big setup cost+1

	More writing mistakes -2
	Not good for growing-1

	

	
	

	
TOTAL: +3
	
TOTAL: -7
	
TOTAL: -1



Therefore: Overall Total for Name (for Solution B) =+3-7-1=- 

Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: that basil bakery uses slow manual stock tracking, that wastes to much fresh foods, and makes frequent mistakes with orders and records.
Name the solution you are implementing:
By setting up and start using a new digital stock and sales system 
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Choose the right system


	Compare easy to use systems, check costs, and pick the best one for the bakery.


	First 2 weeks


	Bakery owner


	It prevent you from picking a systems that  is  expensive,



	2
	Set up the system


	Add all stock, product, and supplier detail; test it works correctly


	Weeks 3-4


	Owner+ITprovider

	Not having missing /wrong information later on.



	3
	Train all staff


	Run simple lessons; give easy guides for daily use.


	Weeks 5-6


	IT provider Owner


	They will have good training, and staff will not feel frustrated or confused, they will  stick to the new system instead of paper version.



	4
	Start full use


	Stop using paper records; use the new system for all work; check progress monthly.


	Start of week 7 onwards


	All staff Owner


	Will be used in full use and regular checks that fix original issues- where less food is wasted ,fewer mistakes happen and the bakery runs faster and more smoother eventually.
















Appendix 3 – Task 5a

The Key Performance Indicator is: 
Cut food waste and fix stock record mistakes at basil bakery,
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Reduces wasted fresh ingrediance and lower wrong stock count/order error.




	Cut food waste from15%to 8% or less of stock; reduces stock mistakes from 12 to 2 or fewer each week.





	The new digital system does most work automatically, so this target is possible for the bakery.




	Less waste saves money; correct record helps the bakery run well and follow safety rules.





	Meet these target within 6 month of starting to use the new system.
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