Problem Solving and Decision Making – Individual Report lclm4004


Case study of Basil’s Bakery


Assessment: University of Wales Trinity Saint David Module: LCLM4004 – Problem Solving and Decision Making
 Assessment: Individual Report
 Student Name: Robert Hassett 
Student number: 25333618
Lecturer Alfred Mensah
Date: August 2026







TABLE OF CONTENTS
1. Introduction
2. Overview of the Case Study and Nature of the Problem
3. Proposed Solutions  3.1 Solution 1: Online Pre‑Order System  3.2 Solution 2: Delivery Partnership
4. PMI Evaluation and Preferred Solution  4.1 PMI Analysis  4.2 Preferred Solution
5. Risk Analysis and Feasibility  5.1 Risk Analysis  5.2 Feasibility Discussion
6. Implementation Plan  6.1 Implementation Phases  6.2 Rationale for Activities
7. KPI and SMART Objectives  7.1 KPI and SMART Objectives  7.2 Monitoring and Evaluation
8. Summary of Key Findings
9. References

1.Introduction 

This report applies structured problem solving and decision-making techniques to evaluate the posed to challenge’s facing basils bakery an propose a feasible, evidence-based solution that supports long term sustainability. utilising industry recognised analytical tools such as PMI, risk analysis, feasibility assessment and smart objectives. The report follows a systematic approach to generating core issue’s, generating alternative solutions, and selecting the most appropriate confident alternative solutions, and selecting the most appropriate strategic intervention. The aim is to provide basil with a clear, practical, and academically grounded plan for execution that aligns with modern contemporary consumer model’s including problem identification, solution generation, PMI evaluation, risk analysis, implementation planning, and performance measurement, and the fundamental operational realities of a small retail bakery In the united kingdom today.



2. Overview of the case study and nature of the problem
Basil’s bakery, located in Coventry retail park, experienced steady growth from 2015 to 2019.  However, sales declined sharply during the covid-19 lockdown in 2020 and have since remained 25% below pre-pandemic levels triggering a steep decline in sales. Base revenue has remained 25% below pre pandemic levels. Reduced footfall caused by shop closures has reduced spontaneous purchases, shop, increases in remote working results in fewer regular customers, and rising overhead costs have significantly weakened the bakery’s trading environment which have contributed to stagnant sales. Customer expectations have also shifted, with increased demand for delivery and pre-ordering services instils a convivence and flexibility that basil is currently unable to provide.           
These factors indicate that the bakery’s current business model is no longer aligned with changing customer behaviours (Kumar & Suresh, 2017)

3.proposed solutions
3.1 solution 1: online pre order and click and collect system
A digital ordering system would allow customers to reserve products in advance, improving efficiency and convenience. The solution directly addresses customer experience and reducing complaints about long queues an the bakery’s difficulty manging phone order’s. offering the opportunity to streamline operations and potentially reduce sales being lost due to the regular occurrence of long queues, and support customers who visit less frequently due to working from home.
A Digital ordering system has been shown to be and improving efficiency and customer satisfaction in small food businesses (Cada, 2023).
3.2 solutions 2: partnership with a local delivery provider
Partnering with a third-party delivery service would allow basil the opportunity to offer home and workplace delivery without leaving the premises. This responds to customer demand from those that no longer work site. the partnership would expand the geographical reach and create a brand-new revenue stream. Research indicates that delivery service can significantly increase market reach for small retailers (Chiarini, 2023).










4.PMI evaluation and preferred solution
4.1 PMI analysis 
solution 1: preorder system
Plus:
· reduced queue’s 
· increased convenience 
· low cost 
· supports remote workers
· improves efficiency
Minus: 
· Requires a digital set up
· Some customers may resist technology    
Interesting
· Potential for subscription-based weekly orders

Solution 2: Delivery Partnership
Plus 
· Expanded reach
· Meets remote worker demand 
· Increased sales potential
Minus
· Commission fees reduce margins 
· Reliance on third party regular performance
Interesting
· Opportunity to attract new customer groups

4.2 Solution
Solution 1 is preferred because it presents fewer risks, lower   operational complexity encouraging stronger alignment with basils existing capabilities. While delivery partnerships may increase sales, they also introduce commission fees, logistical dependency, and the potential reputational risks involved if deliveries fail must also be considered.
A pre-order system is cost effective, improves the overall operational efficiency, and enhances the potential for increased customer satisfaction without altering the core principles of basils bakery it also provides potential for basil to train his employees in future     digital and catering training
. 
  

5. Risk analysis and feasibility
5.1 Risk analysis
Key risks associated with implantation of a pre-order system include:
· Technical issues such as system down time.
· Customer adoption barriers for those unfamiliar with digital tools.
· Data security concerns, although mitigated by reputable platforms.
· Operational overruns during setup or maintenance

5.2 feasibility discussion
These risks are manageable. 
The solution is highly feasible. Technical issues regularly encountered can be avoided through the utilisation of a reputable and reliable providers; Adoption barriers may be addressed through repetitively clear instructions, simple interface and optional in store assistance. operational errors through staff training and phased scheduled implementation. Data security risks are minimal when using complaint platforms (Kumah et al., 2024).
Overall, the solutions feasibility is in the upper tier of success and is the appropriate application for basil’s limited financial resources available to for the bakery.


6. implementation plan
6.1implementatin phases
Phase 1: preparation (weeks 1-2)
· Select the ordering platform.
· Define product list and order windows.
· Create digital menu
Phase 2: system setup (weeks 3-4)
· Configure system and payment options.
· Test functionality
· Set up device for receiving orders
Phase 3: Staff training (week 5)
· Train staff on order management.
· Establish workflows
· Promote service via posters, social media, and in store announcement; offer a loyalty scheme as a introductory discounts
Phase 5: monitoring (weeks7-10)
· Track order volume and feedback.
· Adjust system settings 
6.2 Rationale for activities
The phased approach ensures that minimal disruption is encountered. Research prevents costly mistakes; testing reliability; training reduces operational errors; promotional activity encourages early adoption; and monitoring supports continuous improvement. Basil oversees product decisions while staff manage daily fulfilment. 






7. KPI and SMART Objectives
7.1 KPI and SMART Objectives
KPI: weekly number of pre-orders.
Smart objectives: Increase weekly pre-orders to 50 per week, supporting sales recovery and placing customer convenience at the front of future sales.
7.2 Monitoring and evaluation
Tracking weekly pre-orders will indicate customer adoption and revenue impact. Rising pre-order numbers demonstrate improved satisfaction and efficiency. Comparing pre-orders with overall sales helps assess the financial contribution. Customer feedback can be linked to KPI trends to identify improvements (Ghaibi et al., 2018).
8. Summary of Key Findings
Sales stagnation is caused by reduced footfall, shop closures, remote working, and rising costs. Customers increasingly expect digital convenience such as pre‑ordering and delivery. PMI analysis identified pre‑ordering as the most feasible and cost‑effective solution. Risks are manageable, and the solution aligns with Basil’s operational capabilities. A structured implementation plan supports smooth adoption, while KPI and SMART objectives provide measurable indicators of success. The preferred solution supports long‑term sustainability and positions Basil’s Bakery for digital competitiveness.
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APPENDIX A: Solution 1-Online Pre-Order and Click-and-Collect Systems
A1. Advantages and Disadvantages analysis
Advantages
· Reduces the waiting time of queues.
· Enables remotely working customers the chance to order in advance.
· Ensures accurate demand forecasting.
· Low implementation compared with delivery service’s
· Improves customer satisfaction and convenience 
Disadvantages.
· Initial setup and training costs.
· Regular system maintenance require subscription.
· Some customers will resist on-line ordering.
· Potential for initial technical issues during implantation.
A2. Cause and Effect (Fishbone) Summery 
Sales remain at 25% below the pre-pandemic level.
Contributing Factors: Customers 
· Reduced frequent customers.
· Increased work from home culture.
Technology
· No online ordering facility.
· Reliance on telephone ordering.
Operations
· Long queues during the busiest periods.
· Limited ordering efficiency.
Market
· Customer expectations increased due to digital service’s 
Expected outcome
· Implementation of a pre-order system will improve customer confidence, enhance operational efficiency, and increase sales.
APPENDIX B: Solution 2 
Partnership with a Local Delivery Provider
B1. Advantages and Disadvantages Analysis
Advantages
· Expands customer reach beyond the retail park.
· Creates an additional sales channel.
· Increases brand awareness across the local area.
· Serves customers working from home.
· Convenience for those unable to visit the bakery.
Disadvantages
· Potential for reputational damage from late deliveries.
· Additional order management requirements.
· Dependence on third-party quality of service
· Delivery commission fees reduced profit margins.
· Packing costs may increase.
· B2. Risk assessment




	RISK
	Likelihood
	Impact
	Mitigation

	Late deliveries
	Medium
	High
	Reliable partners

	Customer complaints
	Medium
	High
	Establish clear service standards

	Reduced profit margins
	High
	Medium
	Regularly Review pricing strategy

	Order errors
	Medium 
	Medium
	Order verification procedures

	Increased competition online
	Medium
	Medium
	Focus on quality and service


Expected result
· A reputable deliver partnership would increase market share and accessibility, although financial and operational risks are greater the those involved with the pre-order system.
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