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Task 1: Overview of Case-study
This case study is about Basil's Bakery, a small independent bakery in Coventry that has been struggling in recent years. The business did well before 2020, but sales have never fully recovered. The main problem is that fewer people now visit the retail park, so there are fewer customers coming into the bakery. This has been made worse by shop closures, more people working from home, rising running costs, and the bakery not offering a delivery or pre-order service. These problems have made it harder for Basil's Bakery to attract customers, increase sales, and stay profitable.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal – Delivery Service

A good way to help Basil's bakery would be to introduce a delivery service. This would allow customers who work from home or no longer visit the retail park to still buy the bakery's products. Customers could place an order online or by phone and have it delivered to their home or workplace. This would help Basil reach more customers instead of relying only on people visiting the bakery. It could also encourage loyal customers to keep buying from him, increase sales, and help the business become more profitable over time.

Solution B Proposal – Online pre-order service

Another solution would be to introduce an online pre-order service. Customers could order and pay for their food before they arrive, then collect it without having to wait in a queue. This would make buying from the bakery quicker and more convenient, especially during busy times. It would also save Basil from having to answer the phone while he is baking. A pre-order system could improve customer service, reduce waiting times, and help the bakery keep more customers, which should lead to higher sales and better profits.


Task 3 Evaluation Results and Justifications
Based on the PMI evaluation in Appendix 1, solution a (delivery service) is the best option to move forward with. It scored higher overall than solution b (online pre-order service) because it has more positive points and does a better job of solving the main problem of fewer customers visiting the bakery.
The criteria used were cost, ease of use, and the ability to increase sales. These were chosen because Basil needs a solution that is affordable, easy to manage, and helps improve sales. The most important factor was increasing sales because this is the main issue affecting the business. Cost was also important, but slightly less, as the business could recover the costs if sales improve. Ease of use was included to make sure the solution is simple for Basil to run while still baking.
Overall, solution a is the best choice because it brings in new customers and increases sales, which directly solves the main problem. In comparison, solution b mainly improves the experience for customers who are already visiting the bakery.
Task 4 Justifications for the Implementation Plan
Based on the implementation plan provided in Appendix 2, the tasks have been put in an order that makes sense. Basil first needs to plan the delivery service so he knows how it will work before making any changes. Once this is done, he can set up a simple way for customers to place their orders. The next step is to tell customers about the new delivery service so they know it is available before it starts. The final step is to launch the delivery service and begin taking orders.
Each task is planned over four weeks to give Basil enough time to complete one task before moving on to the next. Basil is responsible for each task because he owns the bakery and knows how the business works. This plan is simple to follow and gives Basil the best chance of bringing in more customers, increasing sales, and helping the business become more successful.


Task 5 Justifications for the KPI and SMART Objectives
Based on the KPI (key performance indicator) and SMART (specific, measurable, attainable, relevant, time-bound) objective table provided in Appendix 3, the KPI  is to increase delivery orders and sales. This is important because it shows whether the new delivery service is working. If delivery orders increase, it means that more customers are buying from the bakery.
The SMART objective is simple and clear. It focuses on getting 20 delivery orders per week. It is measurable because Basil can count the number of delivery orders each week. It is attainable because he is starting with a small local delivery service. It is relevant because the main problem is fewer customers are visiting the bakery, so offering delivery helps reach more people. It is time-bound because the target is to achieve this within three months.
Overall, the KPI and SMART objective provide Basil with a way to track progress and evaluate whether the delivery service is increasing sales and helping the business grow.
[bookmark: _Hlk208302504]Task 6 Key Findings  
· The main problem is fewer customers visiting Basil’s bakery, which has led to lower sales.
· This is happening because fewer people visit the retail park, some shops have closed, and more people work from home.
· Costs for rent, bills, and ingredients have gone up, which makes the business harder to run.
· The delivery service is the best solution because it helps bring in new customers and increase sales.
· The implementation plan, KPI and SMART targets will help Basil see if the delivery service is working.
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Appendix 1 – Task 3
PMI Evaluation Table
	Solution A – Delivery service

	Plus
	Minus
	Interesting

	Reaches customers who no longer visit the retail park (+2)
	Extra cost for delivery service (-1)
	May attract new regular customers (+1)

	Brings in new customers and increases sales (+2)
	Risk of delivery delays or issues (-1)
	Could start with local deliveries first  (+1)


	Keeps loyal customers who work from home (+1)
	More pressure on Basil to manage orders and baking (-1)
	Could grow into a bigger service over time  (+1)

	Expands the bakery beyond walk in customers (+1)
	Needs good organisation to manage demand (-1)
	Could use delivery apps or a simple system  (+1)

	TOTAL: +6
	TOTAL: -4
	TOTAL: +4



Therefore: Overall total for delivery service = 6
	Solution B – Online pre-order service

	Plus
	Minus
	Interesting

	Reduces waiting times in the bakery (+1)
	Does not bring in new customers (-2)
	May reduce phone call pressure (+1)

	Makes ordering quicker and easier (+1)
	Only helps customers already visiting (-2)
	Could improve organisation in busy periods (+1)

	Helps manage busy periods (+1)

	Still depends on people visiting the shop (-1)
	Might need staff training to manage orders (+1)

	Improves customer service (+1)

	Set up cost for website (-1) 
	Could link with social media ordering (+1)

	TOTAL: +4
	TOTAL: -6
	TOTAL: 4



Therefore: Overall total for online pre-order service =  2
Adapted from: Proctor, T (2019) Creative Problem Solving for Managers 5th Ed. Routledge. Page 262

























Appendix 2 – Task 4
Implementation Plan

Name the problem you are solving: Fewer customers are visiting the bakery, which has led to lower sales.
Name the solution you are implementing: Delivery service
	TASK
	WHAT

	WHEN

	WHO

	DONE

	
1
	
Plan the delivery service
	
WEEK 1
	
Basil
	
	






	
2
	
Set up a way for customers to order
	
WEEK 2

	
Basil

	



	
3

	
Tell customers about the delivery service
	
WEEK 3

	
Basil

	



	
4

	
Start the delivery service
	
WEEK 4
	
Basil


	





Adapted from: Institute of Leadership & Management (2013) Super series Solving Problems and Making Decisions. 5th Ed. Page 102. Routledge.
                                                                                                     Appendix 3 – Task 5

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase delivery orders using new delivery service




	
Aim for 20 delivery orders per week

	
Start small with local deliveries first
	
This helps bring in more customers and increase sales




	
Achieve this in 3 months





The Key Performance Indicator (KPI) is: Increase delivery orders and sales. 

Adapted from: https://thinkmarketingmagazine.com/how-to-create-smart-goals/
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