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[bookmark: _Toc238390804]Definition of a complex problem 

The problem is that the bakery is running out of items because staff are baking wrong quantities or after items sells out, this is causing empty shelves, unhappy customers and lost sales.
Ultimately it’s the bakery manager/store manager that owns the problem strategically, but the shift supervisor/lead baker owns the problem operationally. This needs to be addressed as soon as possible with the manager and bakery staff, so that the timings and quantities are met, communication between colleagues must be maintained so that everyone is aware of what, how much and when to replenish the stock.
The impact of this problem costs the company lost revenue as customers are unable to purchase the goods and will in turn stop returning to the bakery. Staff are wasting valuable time standing around rather than preparing stock. 

[bookmark: _Toc238390805]Analysing the problem

By using brainstorming {Osbourne, A. F. (1953). Applied imagination Principles and procedures of creative thinking. Charles Scribners Sons} the bakery team can work together to uncover the root causes. A meeting was held to discuss the problem of the bakery shelves being empty at busy periods. In the meeting we discussed every possible way to resolve this including unusual or out of the box ideas, there was no judgement and nobody’s idea was criticized or rejected, we were able to build on these thoughts.
                                                                                     [image: ]                                                                                                                                                                                                                                              The team utilized the “5 whys” breakdown theory {Ohno, T. (1998) Toyota production systems: Beyond large-scale production. Productivity Press} to look past immediate surface issues and uncover the root cause of the breakdown.

1. Why has the bakery have no baguettes available for mid-day lunch meal deals?
2. why was the morning bake off short on production?
3. why did the morning baker not load enough trays into the oven?
4. why were the baguettes not in the retarder fridge ready to be baked off?
5. why didn’t the evening shift pull out enough boxes from the freezer to defrost?
ROOT CAUSE -  the evening shift schedule allocates little time for preparation of tomorrows stock, therefor staff have to prioritize cleaning and lockup over preparations.

1.  why at the end of every night a high margin of products are being disposed of?. Waste reduction targets aligned with European Commissions (2023) retail guidelines
2.  why is the late afternoon bake off producing too many items?
3.  why was a full box of bread used rather than a partial bake?
4. why did the staff bake a full standard batch late afternoon just to ensure shelves were full?
5. why was a full rack of pastries baked off too late in the afternoon?
ROOT CAUSE – lack of demand-based production.

1. why is the freezer empty of core bake-off lines but the warehouse has stopped delivering them?
2. why is the inventory system not generating replenishment orders for those lines?
3. why is the inventory system showing that the store has plenty of stock?
4. why hasn’t stock records been updated with damaged stock?
5. why hasn’t the waste been scanned out and inventory counts being done regularly?
ROOT CAUSE – Lack of training and compliance to inventory adjustments. Staff are likely to hide mistakes “hidden shrink”.










[bookmark: _Toc238390806]Alternative solutions

Changing our routines patterns, so that evening staff have more time to prep for the following day, we will also move the bake times earlier and adjust morning staff shift patterns to start early enough to ensure that the opening range if fully available on display for when the shop opens.   Bake off first run of core items to ensure stock is on the shelves first thing, second run of bread can then be baked off and can be stored on the cooling rack in the bakery behind the counter ready to refill shelves.  As it takes about 45 minutes for a typical batch to go from freezer through to cooling, packing and placing on shelf, we must therefore look at what we need to bake off for an hours’ time.  Shelves need to be checked regularly to ensure we do not have empty spaces. If shelve display drops below minimum number, a tray can be immediately baked off. The preparation of tomorrows bake should be prepared throughout the day and returned to the freezer ready for use. Thaw and serve goods may be packed into their boxes and returned to freezer ready for use, which would allow access to them quickly if stock runs low on shelves. 
	Tier 1 : open
6.00 – 9.00
	Tier 2 : peak
11.00 – 12.00
	Tier 3 : wind down
4.00 – close

	Full bake
Maximum capacity
	Continuous bake
Trigger at 50%
	Partial bakes
Let stock run down



We will use the business rule called the 80/20, as established by Juran and Godrey, (1999), this framework dictates that the minority of causes directly accounts for the majority of defects within the production systems. This rule states that 80% of our sales comes from 20% of our lines, if we can keep those items full we can protect most of our profit. This rule also shows that 80% of our empty shelves are caused by 2 mistake : 1) evening staff does not have sufficient time to prep the stock for the following day.  2) incorrect computer stock level are blocking the deliveries.
In order to keep enough stock in freezer for demand, a freezer audit must be undertaken to ensure correct inventory data. Every box must be counted and the stock counts must be manually reset on the inventory system to eliminate the phantom stock. Manually adjust the minimum stock level for safety stock for core lines, for example set the system to trigger an order when the stock drops to below five boxes rather than one. This would build a protective wall against any future scanning errors. Staff must be retrained if they are unsure on how to record damaged or waste items as these must be logged daily. 










[bookmark: _Toc238390807]Evaluate solutions using decision making techniques

We have used a Kepner-Tregoe Matrix, a systematic approach to problem solving and decision making (Kepner & Tregoe, 1997), to evaluate the practical paths forward. This technique will score the three strategic options against the operational constraints.
Weights (1 – 10) how critical the constraint is with 10 being a priority
scores (1 - 10) how well the option satisfies the constraint with 10 being a very good. 
Weighted decisions matrix methodology is widely used in management decision making (Boddy,  2023: Bryman & Bell, (2019)
GRID ANALYSIS 
	
	Solves out of stock lines
	Financial cost/waste control
	Ease of execution
(staff effort)
	Speed of implementation
	Total weighted score

	
	   10
	        8
	      6
	              7
	

	Option a shift restructure
	Score 9 (90)
	Score
8 (64)
	Score
5 (30)
	Score
4 (28)
	    212

	Option B emergency sourcing
	Score 
8 (80)
	Score
4 (32)
	Score
6 (36)
	Score
9 (63)
	     211

	Option C system only fix
	Score
7 (70)
	Score
9 (72)
	Score 
10 (60)
	Score
8 (56)
	      258



Although option C seems to be the best option on paper as it need no financial investment and almost no labour to be effective immediately, options A and C must be used together because fixing the system is no good if the team still cant do the tasks assigned (preparation of tomorrows bake) 
Option A – restructure of the shifts pattern would allow the morning staff to hit peak time targets but on the negative side staff may not be happy with changes to their routine.
Option B – puts core lines on the shelves for customers to purchase but the higher wholesale price reduces the profit.
Option C – takes very little time to turn the warehouse delivery back on track but it does not fix the evening preparations for the following day.

Cost- benefit analysis framework follows Atrill and McLaney (2021), who recommend comparing all incremental costs and benefits over the projects full lifecycle.
 5 year cost breakdown including one-off setup cost and recurring operational costs. Recurring costs are labour, utilities, subscriptions and ongoing training.

1. Evening Shift Redesign 
	Cost category
	One-off cost
	Annual recurring cost
	5 year total

	Shift planning consultation & rota updates
	£350
	£0
	£350

	Staff briefing and communication time
	£225
	£0
	£225

	Extra evening labour hours
	£0
	£4,860
	£4,860

	Additional chiller electricity & supplies
	£0
	£280
	£1,400

	Sub-totals
	£575
	£5,140
	£26,275




2. Manual demand- based planning
	Cost category
	One-off cost
	Annual recurring cost
	5 year total

	Spreadsheet build& historical sales analysis
	£425
	£0
	£425

	Initial staff training on production planning
	£300
	£0
	£300

	Daily forecast update & admin labour
	£0
	£1,820
	£9,100

	Monthly waste review & forecast adjustments
	£0
	£460
	£2,300

	Sub-totals
	£725
	£2,280
	£12,125



3. Inventory & Compliance Training
	Cost Category
	One-off cost
	Annual recurring cost
	5 year total

	Training materials/external training fees
	£450
	£0
	£450

	Staff paid attendance during training
	£375
	£0
	£375

	Monthly refreshers & accountability checks
	£0
	£720
	£3,600

	Quarterly review meeting & waste audits
	£0
	£360
	£1,800

	Sub-totals
	£825
	£1,080
	£6,225




4. Digital Forecasting System
	Cost Category
	One-off
	Annual recurring cost
	5 year total

	System set-up, POS integration & data migration
	£1,250
	£0
	£1,250

	Full team system training
	£600
	£0
	£600

	Software subscription licence
	£0
	£2,400
	£12,000

	Ongoing system admin & minor maintenance
	£0
	£2,160
	£10,800

	Sub-totals
	£1,850
	£4,560
	£24,650




5 year benefits breakdown including recovered lost sales and reduced food waste
	Solution
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	5 year total

	Evening shift redesign
	£10,975
	£10,400
	£10,400
	£10,400
	£10,400
	£52,575

	Manual demand-based planning
	£16,325
	£15,600
	£15,600
	£15,600
	£15,600
	£78,725

	Inventory & compliance training
	£10,705
	£9,880
	£9,880
	£9,880
	£9,880
	£50,225

	Digital forecasting system
	£25,250
	£23,960
	£24,540
	£25,140
	£25,760
	£124,125




Benefit- cost ratio = total 5 year benefit divided by total 5 year cost
	Solution
	Total 5 year benefit
	Total 5 year costs
	Benefit cost ratio (BCR)

	Evening shift redesign
	£52,575
	£26,275
	2.00:1

	Manual demand-based planning
	£78,725
	£12,125
	6.50:1

	Inventory & compliance training
	£50,225
	£6,225
	8.07:1

	Digital forecasting system
	£124,650
	£24,650
	5.06:1



Net annual benefit (first year) = annual benefit take away annual costs
	Solution
	Year 1 benefit
	Tear 1 costs
	Year 1 net benefit

	Evening shift redesign
	£10,975
	£5,715
	£5,260

	Manual demand-based planning
	£16,325
	£3,005
	£13,320

	Inventory & compliance training
	£10,705
	£1,905
	£8,800

	Digital forecasting system
	£25,250
	£6,410
	£18,840



	Solution
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	5 year cumulative net benefit
	Average annual net benefit


	Evening shift redesign
	£5,260
	£5,260
	£5,260
	£5,260
	£5,260
	£26,300
	£5,260

	Manual demand-based planning
	£13,320
	£13,320
	£13,320
	£13,320
	£13,320
	£66,600
	£13,320

	Inventory & compliance training
	£8,800
	£8,800
	£8,800
	£8,800
	£8,800
	£44,000
	£8,800

	Digital forecasting system
	£18,840
	£19,400
	£19,980
	£20,580
	£21,200
	£100,000
	£20,000



All the above solutions will deliver a positive financial return with good benefit cost ratios. 
Evening shift redesign allows more prep time so that shelves are stocked at peak times. It has an initial low cost but the ongoing labour expenditure is higher. It delivers a steady return but has the lowest overall benefit of £26,300 over 5 years.
Demand-driven production and batch scheduling principles from Slack et al. (2021) shows that the Manual demand-based planning has the highest return of investment with a very strong cumulative net benefit of £66,000. This allows us to match production to sales patterns which will mean fewer stock-outs and less waste.
Inventory & compliance training gives the highest benefit-cost ratio which is the most cost effective option. This would allow staff to follow production plans correctly which would lead to fewer unplanned deviations and waste.
Digital forecasting system allows us to have a substantial cumulative savings of £100,000 with returns improving each year as the forecasting accuracy improves, and there is a large reduction in stock-outs and waste. although this option carries the highest upfront and ongoing costs. 
[bookmark: _Toc238390808]Develop a detailed implantation plan

Project overview –
To ensure a 95% + peak trading time shelf availability, free evening preparation time for next day stock, and reduce waste by 15%. The scope is production, shifts and inventory processes. This will be done in 3 overlapping phrases, with a time limit of 9 months in the format of weeks 1 – 36. The 9 month phased implementation aligns with standard project lifecycle planning (Bourne & Bourne, 2020: Project Management Institute, 2021).
Milestones for this project would be that S2, demand system live & Payback should be done by week 12. This should result in stockouts being down by 60% and waste down by 15%. S3, training & standard operating procedures to be completed by week 24, showing that all staff should be 100% trained and compliance should be >95%. S1, new shifts will be live by weeks 32 which will also include evening preparation time.








	
	Phase
	Activity
	Wk 1-4
	Wk 5-8
	Wk 9-12
	Wk
13-16
	Wk
17-20
	Wk
21-24
	Wk
25-28
	Wk 29-32
	Wk 33-36

	1
	Project kick off & team set up
	
	
	
	
	
	
	
	
	

	1
	Sales data analysis & forecasting design
	
	
	
	
	
	
	
	
	

	1
	tool selection, setup & templates
	
	
	
	
	
	
	
	
	

	1
	Pilot launch (top SKUs)
	
	
	
	
	
	
	
	
	

	1
	Milestone:s2 full rollout & payback
	
	
	   
	
	
	
	
	
	

	2
	Standard operating procedure writing & visual aids
	
	
	
	
	
	
	
	
	

	2
	Training programme design
	
	
	
	
	
	
	
	
	

	2
	Train-the-trainer
	
	
	
	
	
	
	
	
	

	2
	Full staff training & assessment
	
	
	
	
	
	
	
	
	

	2
	Compliance checks & embedding
	
	
	
	
	
	
	
	
	

	3
	Shift analysis & new roster design
	
	
	
	
	
	
	
	
	

	3
	Staff consultation & finalisation
	
	
	
	
	
	
	
	
	

	3
	Pilot new evening shifts
	
	
	
	
	
	
	
	
	

	3
	Milestone:s4 full integration
	
	
	
	
	
	
	
	
	

	
	Ongoing KPI monitoring
	
	
	
	
	
	
	
	
	


and to





















Detailed weekly breakdown
Phase 1 – S2: demand driven production
	Task
	Start 
	End 
	Duration 
	Owner

	project kick off, charter and team formation
	Week 1
	Week 2
	2 weeks
	Store manager

	Extract 12 months POS sales data
	Week 1
	Week 2
	2 weeks
	Bakery manager

	Analyse demand patterns & peak times
	Week 3
	Week 5
	3 weeks
	Bakery manager

	Define top 20 SKUs, min & max
	Week 4
	Week 6
	3 weeks
	Senior bakers

	Design batch production schedule
	Week 5
	Week 7
	3 weeks
	Bakery manager

	Select & set up forecasting tool
	Week 6
	Week 9
	4 weeks
	IT & bakery manager

	Pilot new schedule – high-volume SKUs
	Week 9
	Week 10
	2 weeks
	Bakery manager

	Refine schedule from pilot results
	Week 11
	Week 11
	1 week
	Bakery manager

	Milestone
Full rollout & payback
	Week 12
	Week 12
	
	Project lead



Phase 2 – S3:  training & standard operating procedure (SOP)
	Task 
	Start 
	End 
	Duration 
	Owner 

	Draft SOP: production, inventory, waste
	Week 13
	Week 15
	3 weeks
	Bakery manager

	Design visual aids & workflow posters
	Week 15
	Week 16
	2 weeks
	Bakery manager

	Develop 4-module training programme
	Week 15
	Week 17
	3 weeks
	Bakery manager

	Select & train internal trainers
	Week 17 
	Week 19
	3 weeks
	External trainer

	Full staff training – all modules
	Week 19
	Week 22
	4 weeks
	Senior bakers

	Post-training assessments & coaching
	Week 21
	Week 22
	2 weeks
	Senior bakers

	Launch daily compliance checks
	Week 23
	Week 24
	2 weeks
	Bakery manager

	Weekly refreshers & reward scheme
	Week 24
	Ongoing
	
	Bakery manager



Phase 3 -  S1: shift restructure 
	Task 
	Start 
	End 
	Duration 
	Owner 

	map current shifts & identify gaps
	Week 25
	Week 26
	2 weeks
	HR & bakery manager

	design new roster, 60 -90 min evening prep
	Week 26
	Week 27
	2 weeks
	HR & bakery manager

	Staff consultation & feedback session
	Week 27
	Week 28
	2 weeks
	Store manager

	revise & finalise shift patterns
	Week 28
	Week 29
	2 weeks
	HR & bakery manager

	pilot new evening shifts
	Week 29
	Week 32
	4 weeks
	Bakery manager

	Integrate S1 + S2 + S3 into daily ops
	Week 33
	Week 35
	3 weeks
	Bakery manager

	milestone: S4 full solution live
	Week 36
	Week 36
	
	Project lead



Ongoing phases
	Task 
	Frequency 
	Owner 

	Daily stockout & waste tracking
	Daily 
	Senior bakers

	15 min morning production huddle
	Daily 
	Bakery manager

	Weekly Key Performance Indicator review & forecast adjustment
	Weekly 
	Bakery manager

	Monthly project progress report
	Monthly 
	Project lead












[bookmark: _Toc238390809]Communicate the plan to stakeholders
Stakeholders can be categorized into different levels of influence, impact and interests.
1. High influence and high interest stakeholders are key decision makers & primary beneficiaries. They include:
Store manager, their role is the overall store performance, budget and staffing. The role includes meeting sale targets, labour cost control, customer satisfaction and staff morale and retention, return on investment and payback timeline.
Bakery manage, their role is the day to day running of the bakery and team leadership. The role includes the control of stock, customers complaints, running a smooth workload with less overtime, having clear standards with team capability and training, to reduce food wastage.
Bakery staff, they have the role of production, baking, stock management and customer services. They ensure that there is a fair workload with no over or under production, less waste. They are provided with clear instructions and training with predictable shift patterns providing less stress at peak teams with added job security.
Financial team/ head office financial, their role is to approval of budget, cost control and reporting, and profit and loss, they calculate the labour cost impact, waste reduction savings as well as forecasting accuracy.
Customers, these are the end users by purchasing bakery products. They like to see full shelves at peak times, with fresh products being available, consistent quality and choice of products so there is no need to visit competitors.

2. High influence/low medium interest, these are gatekeepers and enablers. They include:
Area manager/ head office retail, the role includes a regional oversight, strategy and approval, they gave the stores performance ranking, labour policy compliance, and have sustainability and waste targets.
HR team, their role includes rostering, contracts, employment policy and staff relations. They ensure compliance with UK labour law and working time regulations. They also ensure consultation on shift changes, contract amendments, staff relations and grievance, they allocate budgets.
IT/systems team, they have access to point of sales data, forecasting tools and software support. Their role includes changes and support requests, data security and general data protection regulations, they also integrate with existing point of sales.
Operations/supply chain, they have the role of stock ordering, delivery schedules and waste management. They ensure that production is aligned with delivery times, stock rotation and food safety and there is consistency across shifts.

3. Low influence/ high interest, these are the people directly affected and include
Store colleagues as they receive fewer customers complaints which gives a better overall store experience. Less pressure to explain stock-outs.
Sustainability/environmental lead, right sized production with food waste reduction target down by 15%.
Suppliers/delivery, by having an accurate demand forecast we can have predictable and consistent orders, which allows us to have a smooth ordering system and fewer last minute changes.

4. Low influence/ low interest, these are external and peripheral and include
Local community, these are local shoppers who like brand reputation, reliable local shopping with fresh and affordable foods while supporting local employment.
External auditors/regulators, their role is to ensure food safety and food hygiene compliance, employment standards are followed with labour law adherence.

Stakeholders interest verses influence, a simple guide is to keep satisfied – manage closely – keep informed – minimal effort.
	
	High Influence
	Low Influence

	High Interest
	Manage closely
Store manager, bakery manager, bakery staff, finance, customers
	Keep informed
Store colleagues Other department staff, sustainability/environmental lead, suppliers/delivery partners

	Low Interest
	Keep Satisfied
Area manager, HR team, IT/systems team, operations/supply chain
	Monitor
Community, external Auditors/regulators



Communication strategy by group
	Group
	Key message
	Frequency 
	Format 

	Manage closely
	This solves your daily pain points, and we need your input
	Weekly
	Briefings, 1;1s, email updates

	Keep satisfied
	Low risk, strong return on investment, fully compliant
	Monthly 
	Formal reports, budget tracking

	Keep informed
	Better availability, less waste, smoother operations
	Phase milestones
	Newsletters, noticeboards

	Monitor
	Better service for our community
	Project completion
	In-store signage, local updates












[bookmark: _Toc238390810]Monitor & review framework
This framework will establish how we track progress, measure success and adapt the 9 month rollout. It will cover daily control, weekly reviews and monthly governance. It will show clear score threshold, escalation triggers and a continuous improvement loop. 
Core monitoring structure
	Frequency 
	Focus 
	Owner 
	Key deliverable

	Daily
	Operational compliance & immediate issues
	Bakery staff & supervisor
	End-of-shift checklist; stockout log

	Weekly 
	Key performance indicator tracking, forecast accuracy, waste
	Bakery manager
	Weekly performance dashboard

	Monthly 
	Financials, milestones, risks, stakeholders update
	Project lead & store manager
	Monthly review report & group meeting

	Quarterly
	Strategic review, full key performance validation, forecast recalibration
	Area manager & head office
	Quarterly assurance report

	Post-launch 
Month 9
	Business as usual with continuous improvement
	Bakery manager
	Monthly key performance indicator review and annual refresh



Daily checklist per shift.  
A simple log sheet can be used to record daily checks, and are recorded by bakery staff. They can identify problems as they arise and keep the project on track. It shows that without daily checks problems grow, the root cause is hidden and the wastage and loss of sales total is up. Daily checks is the most effective, low cost activity to ensure your project delivers its full benefit.

	Check
	What to record
	Threshold 
	Action if breached

	Peak shelf availability
	Count empty slots at 8.30/13.00/17.00
	<95% = red
	Immediate top up and investigate root cause

	Evening prep completion
	% of prep tasks completed before handover
	<100% = amber
	Extend prep window, re-prioritise tasks

	Waste volume
	Daily waste by stock keeping unit vs target
	>target = amber
	Adjust next days production

	Compliance check
	Standard operating procedure adherence
	< 90% = amber
	Training session same day

	Staff feedback
	Any issues/ concerns
	
	Log for weekly review



Example of daily log sheet.
	Date 
	Time 
	Peak availability
	Prep ready
	Waste 
	compliance
	Issues
Notes
	Action
taken

	
	08.30
	
	
	
	
	
	

	
	13.00
	
	
	
	
	
	

	
	17.00
	
	
	
	
	
	



Weekly monitoring.
This is important to turn daily data into meaningful patterns, strategic adjustments and any early risk detection. If weekly monitoring is not done you might react to one off daily blips but miss the underlaying pattern so the root cause  is never fixed. There would also be outdated forecasts which would mean waste stays high or stockout persists. Staff could feel unheard and this could result in engagement drops and compliance slips which would mean the project fails.
Example of weekly key performance indicator dashboard
	KPI
	baseline
	target
	Wk 1
	Wk 2
	Wk 3
	Wk 4
	Status

	Peak shelf availability
	     75%
	    >98%
	
	
	
	
	

	Food waste % of production
	      8%
	    <6.8%  
	
	
	
	
	

	Staff SOP compliance
	     N/A
	    >90%
	
	
	
	
	

	Evening prep completion
	     40%
	   100%
	
	
	
	
	

	Forecast accuracy
	     65%
	   >85%
	
	
	
	
	

	Weekly lost sales
	  Baseline
	   V30%
	
	
	
	
	



Monthly review agenda.
These are important as they can confirm the project is delivering what we said it would and not just a temporary improvement.  Monthly data builds the evidence base for long term success. It is the time to make decision for seasonal shifts, (back to school, Easter, Christmas, Halloween). It also provides time for price changes, supplier updates and store initiatives.
	Item 
	Time 
	Owner 
	Output 

	KPI performance vs targets
	15 mins
	Bakery manager
	Retrieval augmented generation dashboard

	Milestone progress vs Gantt chart
	10 mins
	Project lead
	Milestone status update

	Financial review: spend vs budget
	10 mins
	Finance 
	Budget variance report

	Risk register update & mitigation
	10 mins
	Project lead
	Updated risk register

	Stakeholders feedback & issues
	10 mins
	All 
	Action log

	Next month’s plan & decisions
	5 mins
	Store manager
	Forward planning



Milestone tracking chart (linked to Gantt )
Gantt shows what tasks need to be done, milestones show progress. Without the milestones you could realise you’ve slipped behind and its too late to recover the timeline. Milestone also enforces the right order as some things cannot be done until others are in place, for example shifts cannot be launched before the consultation. It prevents costly mistakes, for example training staff on a process that has not been approved. Everyone knows who does what and when it is done. Without milestones the project could slip and losses the trust and ongoing support of the stakeholders. When Gantt chart and milestones link it provides a feedback loop – are we on time, on budget and delivering the promised benefits.
	Milestone 
	Due date
	Actual date
	Status 
	Notes 

	S2 demand system design complete
	Week 6
	
	
	

	S2 pilot launch
	Week 9
	
	
	

	S2 full rollout & payback
	Week 12
	
	
	

	SOPs & visual aids approved
	Week 16
	
	
	

	Full staff training complete
	Week 22
	
	
	

	S1 new shift patterns designed
	Week 27
	
	
	

	S1 shifts live
	Week 32
	
	
	

	Full S4 solution operational 
	Week 36 
	
	
	


Risk monitoring & escalation. 
This is important as it helps to stay on track with the project, supporting the goals of reducing peak-time stockouts, reducing waste, improving efficiency and avoids costly surprises and keeps everyone aligned. Monitoring measures how well the project  (for example demand-based production, daily preparations, wastage) is working, or what is not working and needs to be fixed. Monitoring can also be used to keep stakeholders updated on progress and any risks. 
Escalation ensures that any problems arising gets to the right person so it can be fixed before it affects sales or customer satisfaction, for example, if the oven fails escalating this to the manager ensures repairs are prioritized so that a day’s production isn’t lost.
For example the risk is underpreparing for the next day, this can be monitored by daily checks, if <80% is completed then it can be escalated to shift manager to reallocate tasks. Risk in errors for demand forecasting, this can be checked by weekly reviews of production verses sales, if waste is > 10% and/or stockouts > 5%, then this can be escalated to bakery manager to make adjustments. Risk of staff training gaps can be monitored in monthly competency checks and if <70% can be escalated to training coordinator for retraining.
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