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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is an independent artisan bakery based in Coventry that experienced steady sales growth after opening in 2015. However, following the COVID-19 pandemic, sales failed to fully recover and remain approximately 25% below 2019 levels. The business faces several challenges, including reduced retail park footfall, increased home working, rising operating costs and supply difficulties. Effective problem-solving requires the underlying problem and its contributing factors to be clearly identified before decisions are made (Sproull, 2018). Therefore, the root problem affecting Basil’s Bakery is its continued stagnant sales performance and the difficulty of adapting to changes in customer behaviour and the external business environment.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Developing alternative solutions allows a business to compare different approaches before selecting the most appropriate course of action (Adair, 2022).
Solution A: Corporate and Local Business Catering Service
The first proposed solution is to introduce a catering service targeted at local businesses, offices and organisations in Coventry. Basil’s Bakery could provide pre-ordered breakfast packages, pastry boxes and lunch options for meetings, workplace events and other business activities. This would reduce the bakery’s dependence on customers physically visiting the retail park and create an additional source of revenue through larger, pre-arranged orders. Building relationships with local organisations could also generate regular business and improve sales predictability. Therefore, a corporate catering service could help address stagnant sales by reaching a different customer segment and creating opportunities for repeat, higher-value orders.
Solution B: Product Range Expansion and Seasonal Offers
The second proposed solution is to expand the bakery’s product range and introduce seasonal or limited-time offers based on changing customer preferences. New products and seasonal selections could provide existing customers with more variety while creating additional reasons to visit the bakery. Special products for occasions such as Christmas, Easter and local events could also create periods of increased customer demand. This approach would use Basil’s existing bakery operations while allowing the business to respond more effectively to customer interests. By increasing product variety and encouraging additional purchases, the strategy could improve customer engagement, attract new demand and contribute to improved sales performance.
Task 3b) Evaluation Results and Justifications
The PMI evaluation identifies Solution A, the Corporate and Local Business Catering Service, as the preferred solution, achieving an overall score of +28 compared with +22 for Solution B. Evaluating alternatives against relevant criteria provides a structured basis for comparing potential courses of action (Belton and Stewart, 2002). Key criteria included revenue potential, access to new customers, implementation requirements, operational risks and opportunities for long-term growth. Greater importance was placed on generating additional revenue and reducing dependence on retail park footfall because these factors directly relate to Basil’s Bakery’s stagnant sales. Although the catering service requires additional organisation, delivery arrangements and resources, it offers opportunities for larger and potentially repeat orders from local organisations. Therefore, Solution A provides stronger potential to diversify the bakery’s customer base, generate more predictable revenue and support sustainable sales growth.
Task 4b) Justifications for the Implementation Plan
The implementation plan follows a logical sequence to reduce operational risks and support an effective launch of the catering service. A structured approach to implementation can help organise activities and responsibilities when putting business decisions into practice (Cook and Macaulay, 2007). Market research is completed first to identify potential business customers before catering packages are developed. Operational preparation then ensures that packaging, production and delivery arrangements are established before testing begins. Trial orders are scheduled before the official launch so that potential problems can be identified and corrected. Basil is responsible for major business decisions, while bakery staff support product preparation and operational activities based on their existing skills. Marketing support is introduced during the launch to help reach local organisations. Finally, six weeks of monitoring allows Basil to evaluate orders, revenue, repeat business and customer feedback and determine whether further improvements are required.

Task 5b) Justifications for the KPI and SMART Objectives
The selected KPI is the number of repeat corporate catering customers because it measures whether the new catering service is successfully developing regular business relationships. SMART objectives support the creation of clear and measurable targets that can be used to evaluate performance (Doran, 1981). The objective is Specific because it focuses on building a regular corporate customer base through the new catering service. It is Measurable because Basil can use order records to identify businesses that place two or more orders and track progress towards the target of 10 repeat customers. It is Attainable because local businesses and organisations provide a potential market for workplace catering packages. It is Relevant because repeat corporate orders can create a more predictable revenue stream and reduce the bakery’s dependence on retail park footfall. Finally, it is Time-Bound because the target must be achieved within six months. Monthly monitoring of new customers, repeat orders and catering activity will help Basil evaluate performance and identify where improvements are required.
Task 6) Key Findings
· [bookmark: _Hlk208302504]Basil’s Bakery’s main problem is stagnant sales performance, influenced by reduced retail park footfall, changing customer behaviour, rising costs and external business pressures. 
· Two alternative solutions were evaluated: a Corporate and Local Business Catering Service and Product Range Expansion and Seasonal Offers. 
· The PMI evaluation identified the Corporate and Local Business Catering Service as the preferred solution, achieving the highest overall score. 
· A structured six-stage implementation plan will support the development, testing, launch and monitoring of the catering service. 
· Success will be measured by achieving at least 10 repeat corporate catering customers within six months, helping create more regular business and reduce dependence on retail park customers.
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Appendix 1 – Task 3a

PMI Evaluation Table



The PMI technique supports decision-making by considering the positive, negative and interesting aspects of an idea before selecting a preferred option (Proctor, 2014).

	Corporate and Local Business Catering Service

	Plus
	Minus
	Interesting

	+5 Creates an additional source of revenue
	-4 Requires investment in packaging and equipment
	+4 Opportunity to develop long-term business partnerships

	+5 Generates potential for larger-value orders

	-3 Additional workload during busy periods
	+4 Could expand into corporate events

	+4 Reduces dependence on retail park footfall

	-3 Requires reliable delivery arrangements
	+3 Regular contracts could improve sales predictability

	+4 Reaches a new customer segment

	-2 Staff may require additional training
	+3 Could increase local business awareness

	+4 Potential for regular repeat orders
	-3 Demand from businesses may vary
	+3 Customer feedback could support new catering packages

	+3 Makes better use of existing bakery products
	-2 Requires additional planning and coordination
	+3 Could create opportunities for future expansion

	
TOTAL: +25
	
TOTAL: -17
	
TOTAL: +20



Therefore: Overall Total for Corporate and Local Business Catering Service = +28

	Product Range Expansion and Seasonal Offers

	Plus
	Minus
	Interesting

	+4 Provides customers with greater product variety
	-3 New products may not be popular
	+3 Opportunity to test changing customer preferences

	+4 Can encourage additional purchases

	-3 Additional ingredient costs
	+3 Seasonal products could create social media interest

	
+3 Uses the bakery’s existing operations
	-2 Staff need time to develop new products
	+3 Successful products could become permanent

	+4 Seasonal demand could increase sales
	-3 Risk of unsold products and waste
	+3 Could attract different customer groups

	+3 Gives customers new reasons to visit
	-2 More complex stock management
	+3 Local events could inspire special product ranges

	+3 Can strengthen the bakery’s product offering
	-3 Demand may decline after seasonal periods
	+2 Customer feedback could guide future products

	
TOTAL: +21
	
TOTAL: -16
	
TOTAL: +17



Therefore: Overall Total for Product Range Expansion and Seasonal Offers = +22



Appendix 2 – Task 4a
Implementation Plan


A structured implementation plan helps translate a selected solution into organised actions by establishing activities, responsibilities and an appropriate sequence for implementation (Sproull, 2018).

Name the problem you are solving: 
Stagnant sales performance and continued dependence on declining retail park customer footfall.
Name the solution you are implementing:
 Corporate and Local Business Catering Service.

	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research local demand


	Identify local offices, businesses and organisations that could require bakery catering. Research their potential needs and suitable pricing.
	Week 1 (7 days)


	Basil – Business Owner


	Target customer list and market requirements identified.



	2
	Develop catering packages


	Create suitable breakfast, pastry and lunch packages. Calculate prices, costs and minimum order requirements.
	Week 2 (7 days)


	Basil and Bakery Staff


	Catering menu, packages and prices finalised.


	3
	Prepare operations


	Organise packaging, order procedures, production capacity and delivery arrangements. Allocate clear responsibilities to bakery staff.
	Week 3 (7 days)


	Basil and Bakery Staff


	Operational and delivery procedures established.



	4
	
Test the service

	Complete trial catering orders to test preparation times, packaging, product quality and delivery reliability. Correct identified problems.
	Week 4 (5 days)


	Basil and Bakery Staff


	Trial orders completed and problems resolved.


	5
	Launch and promote
	Launch the catering service and contact selected local businesses and organisations with information about available packages.
	Weeks 5–6 (14 days)
	Basil and Marketing Support
	Service launched and potential business customers contacted.

	6
		Monitor performance



	



	Monitor catering orders, sales revenue, repeat customers and feedback to evaluate performance and identify improvements.
	Weeks 7–12 (6 weeks)
	Basil – Business Owner
	Results reviewed and necessary improvements identified.





Appendix 3 – Task 5a


SMART objectives provide a structured framework for establishing clear, measurable and time-focused goals that can be used to assess progress (Doran, 1981).
The Key Performance Indicator is: Number of repeat corporate catering customers.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Build a regular corporate customer base for Basil’s Bakery by securing local businesses and organisations that place repeat catering orders for meetings, events or workplace requirements.




	
Achieve at least 10 repeat corporate customers, measured through catering order records. A repeat customer will be recorded when a business places two or more catering orders.




	
The target is achievable because the bakery can approach multiple local businesses and organisations while offering catering packages designed specifically for workplace needs and different order sizes.




	
Repeat corporate customers are relevant because they can provide regular orders, reduce dependence on retail park footfall and create a more predictable additional revenue stream for Basil’s Bakery.




	
Achieve at least 10 repeat corporate customers within six months of launching the catering service. Progress will be reviewed monthly by monitoring new customers, repeat orders and overall catering activity.
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