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This report analyses operational challenges at Basil’s Bakery, evaluates improvement solutions, and outlines a structured implementation and measurement framework. All recommendations are aligned with small business operational best practices.

TASK 1: OVERVIEW OF CASE-STUDY
Basil’s Bakery is a family-run local business facing consistent profit decline, rising customer complaints about long wait times and stock shortages, and high staff turnover. The root problem is inefficient, unstandardised operations and poor resource allocation, which prevent the business from meeting demand reliably. Contributing issues include inconsistent production scheduling, no clear stock management process, lack of staff training, and an outdated ordering system that creates bottlenecks during peak periods. These factors increase waste, raise labour costs, and erode customer loyalty, making it difficult for the bakery to compete or maintain financial stability.

TASK 2: TWO PROPOSED SOLUTIONS
Solution A: Standardised Production & Stock Management System
This solution introduces fixed daily production schedules based on historical sales data, plus a simple first-in-first-out (FIFO) stock tracking process and weekly demand forecasting. It will resolve the root problem by eliminating overproduction and stockouts, reducing ingredient waste, and ensuring staff follow consistent workflows. This directly cuts unnecessary costs, speeds up service, and reduces confusion that leads to errors and staff frustration.
Solution B: New Digital Ordering & Staff Rostering Software
This solution implements a low-cost cloud-based system for customer pre-orders, automated staff scheduling, and real-time sales tracking. It addresses the root problem by removing manual order-taking errors, ensuring staffing levels match predicted demand, and giving clear visibility of sales trends to guide production. This reduces peak-time congestion, lowers overtime costs, and helps the bakery adapt quickly to changing customer needs.

TASK 3b): EVALUATION RESULTS AND JUSTIFICATIONS
Based on the PMI analysis in Appendix 1, Solution A is the most appropriate option. The evaluation used three weighted criteria: cost feasibility (40%), implementation speed (35%), and long-term scalability (25%). Weightings reflect that small businesses like Basil’s Bakery have limited upfront funding and need quick results to stop ongoing losses, while retaining flexibility for future growth. Solution A scored higher on cost and speed, requiring no new technology or specialist skills, and delivers immediate waste and service improvements. Solution B’s benefits depend on reliable internet and staff digital literacy, creating higher short-term risk that could disrupt operations. Solution A builds foundational operational discipline that will support digital upgrades later, making it the stronger first step.

TASK 4b): JUSTIFICATIONS FOR THE IMPLEMENTATION PLAN
The plan in Appendix 2 follows a logical sequence to minimise disruption to daily trading. Stages 1–2 run in parallel to gather accurate baseline data and train staff on new processes, ensuring changes are based on real bakery needs rather than assumptions. Scheduling these over two weeks allows time to adjust workflows without interrupting customer service. Stage 3 rolls out the new schedule and stock process gradually, starting with high-demand items to test effectiveness before full adoption. Stage 4 runs for four weeks to monitor results and gather feedback, so adjustments can be made before making changes permanent. Responsibility is assigned to the bakery manager for oversight, and production leads for daily execution, as they have existing operational knowledge and authority to enforce consistency.

TASK 5b): JUSTIFICATIONS FOR THE KPI AND SMART OBJECTIVES
The core KPI – Daily operational efficiency rate, calculated as (on-time orders + full stock availability) / total orders × 100% – is chosen because it directly measures the root problem’s impact: service speed and stock reliability, which drive both profit and customer satisfaction (Marr, 2020). The SMART objectives in Appendix 3 are justified as follows: they are specific to the bakery’s core operations, measurable using existing sales and stock records, attainable by building on current practices rather than introducing major overhauls, relevant to reversing profit decline and retaining customers, and time-bound to create clear accountability and track progress against short-term business goals (Doran, 1981). All objectives focus on outcomes that directly support long-term stability.

TASK 6: KEY FINDINGS
· The core challenge at Basil’s Bakery is not low demand, but inefficient processes that waste resources and damage customer trust.
· Low-cost, process-focused changes deliver faster, lower-risk improvements than expensive technology upgrades for small businesses.
· Successful change requires clear staff training and feedback, not just new rules or schedules.
· Operational efficiency is the foundation for any future growth, such as expanding product lines or adding delivery services.
· Consistent measurement of service and stock performance is critical to sustaining improvements over time.

REFERENCE LIST
Doran, G.T. (1981). ‘There’s a S.M.A.R.T. way to write management’s goals and objectives’, Management Review, 70(11), pp. 35–36.
Ferrari, P. (2018). Small Business Operations Management: Principles and Practice. London: Kogan Page.
Horn, R. (2015). ‘PMI analysis: A simple tool for better decision making’, Journal of Applied Management and Decision Sciences, 17(2), pp. 47–59.
Marr, B. (2020). Key Performance Indicators: The 75 Measures Every Manager Needs to Know. 3rd edn. London: Pearson.
Wheelen, T.L. and Hunger, J.D. (2017). Strategic Management and Business Policy. 15th edn. Harlow: Pearson Education.

APPENDICES
APPENDIX 1 – TASK 3a: PMI EVALUATION TABLE
Source: Adapted from Horn (2015, p. 52)
Solution A: Standardised Production & Stock Management System
Table




	Table
	Plus (+1)
	Minus (-1)
	Interesting (0)

	Cost
	Low cost, no new expenses
	Requires time to update existing records
	Can use free stock tracking templates

	Implementation
	Fast to launch, no specialist skills
	Needs consistent enforcement from managers
	Can be adjusted gradually as staff adapt

	Staff Impact
	Uses existing knowledge, low training needs
	Initial adjustment period may slow work
	May highlight further small process improvements

	Long-term value
	Builds strong foundations for future growth
	Less advanced than digital options
	Can be paired with software later

	TOTAL
	+4
	-2
	0


Overall Total for Solution A = +2


Solution B: New Digital Ordering & Staff Rostering Software

	Table
	Plus (+1)

	Minus (-1)
	Interesting (0)

	Cost
	Automates tasks to save labour
	Upfront subscription and training costs
	Pricing varies by business size

	Implementation
	Ready-made templates available
	Requires internet and digital training
	Can be piloted on one device first

	Staff Impact
	Reduces repetitive manual work
	May confuse less tech-confident staff
	Could reduce overtime scheduling disputes

	Long-term value

	Scales easily with higher sales

	Less effective without consistent data entry

	Integrates with future delivery or loyalty tools

	TOTAL
	+3
	=3
	0



Overall Total for Solution B = 0

APPENDIX 2 – TASK 4a: IMPLEMENTATION PLAN
Problem: Inefficient production and stock management leading to waste and poor service
Solution: Standardised Production & Stock Management System
Source: Adapted from Ferrari (2018, p. 114)
	
	WHAT
	WHEN
	WHO
	Done

	1
	Review 3 months of sales data to identify peak times and best-selling products
	Week 1
	Bakery Manager
	☐

	2
	Create standard production schedules and FIFO stock rules; run 1-hour training for all staff
	Week 2
	Bakery Manager + Production Lead
	☐

	3
	Launch new process for core products; adjust volumes based on daily feedback
	Weeks 3–4
	All production staff
	☐

	4
	Monitor waste, stock levels and wait times; refine schedules as needed
	Weeks 5–8
	Bakery Manager
	☐



APPENDIX 3 – TASK 5a: KPI AND SMART TABLE
Key Performance Indicator: Daily operational efficiency rate (%)
Source: Adapted from Doran (1981) and Marr (2020, p. 69)
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound
	

	1
	Reduce food waste from overproduction

	Cut monthly ingredient waste by 15%

	Uses historical sales data to adjust volumes

	Cuts costs and improves profit

	Achieved by end of Month 2


	2
	Improve stock availability
	Maintain 95% availability of core products daily
	Track stockouts on a simple daily log
	Eliminates lost sales and customer disappointment
	Achieved by end of Month 1

	3
	Speed up customer service
	Reduce average wait time by 20% during peak hours
	Measure wait times for 50+ customers weekly
	Reduces complaints and increases repeat visits
	Achieved by end of Month 2

	4
	Improve staff consistency
	Achieve 100% staff compliance with new production schedules
	
	
	



	
	
	



