Module Code: LCLM 4004 Module Title: Problem Solving and Decision-Making Assessment: 
Component 2: Case Study Report Student 
Name: Jabran Hussain  
Student ID: 2542754 
Lecturer Name: Bohdan Kohvalov  

Table of Contents
TABLE OF CONTENTS Task 1: Overview of Case-study 
 Task 2: Two Proposed Solutions  
Task 3b): Evaluation Results and Justifications  
Task 4b): Justifications for the Implementation Plan  
Task 5b): Justifications for the KPI and SMART Objectives 
 Task 6: Key Findings 
 Reference List  APPENDICES  
Appendix 1: Task 3a) PMI Evaluation Table
  Appendix 2: Task 4a) Implementation Plan  
Appendix 3: Task 5a) KPI and SMART Table








      Task 1: Overview of the Case Study:
Basil’s Bakery is a small independent business located in a retail park in Coventry. It sells a range of high quality organic cakes, pastries and artisan bread. However, the business has struggled to return to its pre 2020 sales levels, with revenue remaining 25% lower than before. Its profit margins have also decreased, creating further challenges for the business. There are several reasons why the bakery may be struggling. One issue is the decline in customer footfall due to store closures within the retail park. Hybrid working may also have affected the number of local office workers visiting the area, as fewer people may be buying food during their working day (Office for National Statistics, 2023). This makes it harder for Basil to attract customers and maintain the level of sales the business previously achieved. 
Alongside these external factors, there are also problems with how the bakery operates. Basil spends much of his time baking, which makes it difficult for him to take on additional tasks, such as arranging local deliveries. 
The bakery also relies on customers placing orders by telephone. As Basil is often busy during peak baking hours, he can miss calls from customers who want to place an order. This could result in lost sales, as some customers may decide to buy from another business instead. These issues suggest that Basil needs to find ways to manage orders more effectively while adapting to changes in customer demand.








Task 2: 
Two Proposed Solutions Solution A: Digital POS and Click-and-Collect Pre-Order System One possible solution for Basil’s Bakery is to introduce a digital Point of Sale POS system with an online click and collect service. Customers could use their phones or computers to view the bakery’s products, place orders and pay online instead of having to call the shop (Deiss and Henneberry, 2020). This would be useful because Basil often misses telephone calls when he is busy baking. An online ordering system would give customers another way to place orders, even when the shop is busy. It could also make collecting orders quicker, especially for local workers who have limited time during their breaks. 
Another advantage is that Basil could manage orders more easily without immediately needing to hire extra staff. However, he would still need to organise the orders properly to make sure customers receive the correct products on time. If managed well, this system could help the bakery retain customers and increase sales (Slack and Brandon-Jones, 2019). 

Solution B: Local Delivery Through a Third-Party Platform Another option is for Basil’s Bakery to work with a delivery platform such as Deliveroo or Uber Eats. Customers could order cakes, pastries and bread online and have them delivered to their homes or workplaces, rather than travelling to the retail park (Barrows and Powers, 2009).
The main benefit of this approach is that it would allow Basil to reach customers who might not normally visit the bakery. For example, people working from home or employees at nearby industrial sites could order products without needing to travel.
Basil would also avoid the expense of buying a delivery vehicle and would not have to manage his own delivery drivers. This would allow him to concentrate on baking while reaching a wider range of customers. However, delivery platforms charge fees, which could reduce the profit made on each order. Basil would therefore need to check whether the extra sales would be enough to cover these costs and make the service worthwhile.

Task 3: Evaluation Results and Justifications Based on the Plus, Minus and Interesting (PMI) evaluation matrix (Appendix 1), Solution A, the digital click and collect platform, is the preferred option for Basil’s Bakery. It offers a practical way to address the current problems with taking orders while allowing the business to improve its service without making major changes to its daily operations. 
The evaluation considered three weighted criteria: financial feasibility (40%), operational effort (35%) and revenue growth potential (25%). Financial feasibility and operational effort were given the highest weightings because Basil runs a small independent bakery and may have limited funds and time available to introduce new systems. This means the chosen solution needs to be affordable and manageable alongside his existing baking responsibilities. 
Although Solution B could help the bakery reach customers who do not usually visit the retail park, using third-party delivery platforms may reduce its profitability because of the commission fees involved.
These costs could be particularly important for a small bakery, where ingredient and production costs already affect profit margins. In comparison, Solution A could provide a more direct way to address missed telephone orders and make the ordering process more efficient. It may also involve fewer operational difficulties than managing a delivery service. For these reasons, Solution A appears to be the more suitable option, provided that the cost of the ordering system is affordable and the expected benefits justify the expense (Slack and Brandon-Jones, 2019).



Task 4: 
Justifications for the Implementation Plan The eight week implementation plan shown in,
Appendix 2 is divided into three main stages: preparation, system integration and staff training. This approach allows Basil’s Bakery to introduce the new ordering system in an organised way while reducing the risk of problems during the change.
During Weeks 1 and 2, Basil will compare different suppliers and prepare the digital menu. This will help him identify a suitable system for the bakery and understand the costs before making a final decision. In Weeks 3 to 5, the system will be installed and staff will receive training on how to use it. 
This will give them time to become familiar with the new process before it is introduced to customers. Week 6 will be used to test the system and identify any problems that need to be fixed before the full launch. Responsibilities will be shared between Basil and the front of house staff. Basil will oversee the project and approve the digital menu, while staff will manage the daily operation of the POS system and prepare customer orders for collection. 
This division of responsibilities is important because it allows Basil to focus on baking without being interrupted by telephone orders and collection requests. As a result, the plan directly addresses one of the main operational problems identified in the root cause analysis while helping the bakery introduce the new system with minimal disruption.







Task 5: Justifications for the KPIs and SMART Objectives To measure whether the new ordering system is successful, Basil’s Bakery will use key performance indicators (KPIs) linked to SMART objectives, as shown in 
Appendix 3. The main KPIs will be digital order volume and sales growth, as these will help show whether the system is improving sales and making it easier for customers to place orders. 
Specific: The aim is to increase monthly revenue by allowing customers to place pre orders through the digital click and collect system. 
Measurable: The target is to increase monthly revenue by 15% and receive at least 200 digital pre orders per month. Achievable: These targets may be achievable because the new system will allow customers to place orders when Basil is busy baking. This could help the bakery secure orders that might otherwise be missed through telephone calls. 
Relevant: Increasing digital orders and monthly revenue is directly related to the bakery’s current sales problems. It could also make ordering more convenient for local workers who have limited time during their breaks. 
Time bound: The targets should be achieved within six months of introducing the new system. Monitoring these KPIs will help Basil assess whether the new system is delivering the expected results. Digital order volume will show how many customers are using the service, while monthly revenue will indicate whether this is contributing to business growth. The bakery should also aim to keep order collection processing times below two minutes to help maintain an efficient service. Together, these measures will allow Basil to monitor financial progress while ensuring that the new system does not create further operational problems.
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Task 6: Key Findings 
Operational Issues: The bakery’s sales problems appear to be linked to its current ordering process, particularly missed telephone calls during busy baking periods. This suggests that improving how orders are managed could help Basil increase sales.
Financial Considerations: The digital click and collect system is the preferred option because it could help the bakery gain more orders without taking on the additional costs associated with third party delivery platforms. However, the system’s own costs would need to be considered. 
Improving Efficiency: Introducing digital ordering would allow customers to place orders without needing to call the bakery. This could reduce interruptions during baking hours and give Basil more time to focus on preparing products. 
Measuring Success: The eight week implementation plan and the use of KPIs will help Basil monitor the system’s performance. The aim is to increase digital orders and improve monthly revenue within six months of introducing the system.
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APPENDICES Appendix 1: 
Task 3 PMI Evaluation Matrix Criteria Weight Solution A: Click and Collect Solution B: 
Third Party Delivery Financial feasibility 40% 8/10: Low setup costs 4/10: 
Platform commission fees Operational effort 35% 7/10: Simple staff training 5/10: Packaging and driver delays Revenue potential 25% 8/10: Recovers missed orders 8/10: 
Reaches more customers Weighted totals: Solution A: 
7.6/10 Solution B: 5.4/10 Preferred solution: Solution A, Digital Click and Collect. 
Appendix 2: Task implementation Plan Phase Timeline Action Responsibility Preparation Weeks 1 to 2 Select POS software Basil Setup Weeks 3 to 4 Install equipment and create digital menu Basil and supplier Training Week 5 Train staff to manage orders Front of house team leader Testing Week 6 Test system and collect feedback Basil and staff Launch Weeks 7 to 8 Launch and promote the service Basil and sales team Resources required: POS equipment, Wi Fi, training materials and promotional materials.
Appendix 3: 
Task 5a KPI and SMART Objectives Matrix Objective KPI Target Review Period Recover lost revenue Increase monthly sales by 15% Monthly for six months Improve ordering efficiency At least 200 digital pre orders per month Weekly Reduce collection times Average collection time below two minutes Every two weeks Timeframe: Aim to achieve the targets within six months of launch.
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