


Module Title: Problem Solving and Decision Making

Module Code: LCLM 4004 

Assessment: Component 2 Report – Basil’s Bakery

Student Name: Mohammad Waseem

Student Number: 2530866

Lecturer’s Name: Yetunde Everard-Igweh



Table of Contents

Contents                              			    Page Number

Task 1: 	Overview of Case-study							3
Task 2:	Two proposed solutions 							3-4
Task 3b):       Evaluation Results and Justifications					4
Task 4b): 	Justifications for the Implementation Plan				5
Task 5b): 	Justifications for the KPI and SMART objectives			5-6
Task 6: 	Key Findings 								6

Reference List                                                                                                          7

Appendices
Appendix 1: Task 3a) PMI Evaluation Table.………………………………….…...…. 9-10
Appendix 2: Task 4a) Implementation Plan………………………………….………. 11
Appendix 3: Task 5a) KPI and SMART Table ……………………………………….. 12
[bookmark: _Hlk205982484]

Overview of Case-study
[bookmark: _Hlk205982497]Basil’s Bakery is a small, independent artisan bakery located in a Coventry retail park, known for its high-quality, organic baked goods. While the business experienced steady growth from its opening in 2015 to 2019, sales declined significantly during the 2020 COVID-19 lockdown and have not fully recovered. Currently, sales remain around 25% below pre-pandemic levels. The core problem stems from reduced footfall in the retail park, changing customer behaviour (including increased home working), rising overhead costs, and operational limitations such as lack of delivery and pre-order services. Together, these factors are threatening the long-term viability of the business in its current format.
Solution A: Online Pre-Order and Click-and-Collect System
The first proposed solution is the introduction of an online pre-order and click-and-collect system. Customers would be able to browse products, place orders, make payments online, and select a convenient collection time. This system would eliminate the need for customers to wait in long queues during busy periods and would overcome the difficulties Basil currently experiences when attempting to manage orders by telephone.
This solution addresses the problem of declining sales by improving customer convenience and encouraging repeat purchases. It would particularly benefit office workers with limited lunch breaks and customers who no longer visit the retail park regularly. In addition, pre-ordering would enable Basil to forecast demand more accurately, reduce product waste, and manage stock levels more effectively. As a result, operational efficiency and customer satisfaction are likely to improve (Chaffey and Ellis-Chadwick, 2022).
Solution B: Local Delivery Service
A second proposed solution is the introduction of a local delivery service targeting nearby residential areas, office workers, and industrial employees. This could be facilitated through partnerships with third-party delivery platforms or by offering limited in-house delivery during off-peak hours. This approach would extend Basil’s market reach beyond the declining retail park footfall and respond directly to customer demand for home or workplace delivery.
This solution addresses the root problem of reduced physical customer presence by enabling access to previously lost or remote customers. Consequently, it has the potential to increase sales volume, diversify revenue streams, and improve overall business resilience in a changing consumer environment (Kotler and Armstrong, 2021).
Task 3b) Evaluation Results and Justifications
based on the PMI evaluation presented in Appendix 1, 
Solution A: Online Pre-Order and Click-and-Collect System is the most appropriate option for Basil’s Bakery to progress with. This solution achieved the highest overall PMI score because it delivers significant benefits while carrying relatively low risk. The main evaluation criteria used were cost, customer convenience, impact on sales, and ease of implementation. 
These criteria were selected because they directly relate to the problems identified in the case study, namely declining sales, changing customer behaviour, and increasing operating costs.
Greater weighting was attributed to customer convenience and implementation cost because Basil is already experiencing financial pressure from rising overheads. While increasing sales is important, a solution that is too expensive to implement could worsen the business's financial position. Therefore, convenience (40%), cost (30%), sales potential (20%), and ease of implementation (10%) were prioritised. 
The click-and-collect system is justified because it addresses customer requests, reduces waiting times, improves operational efficiency, and can be implemented with lower investment than a delivery service. Consequently, it offers the most sustainable and realistic opportunity to improve sales performance and customer satisfaction (De Bono, 1992).


Task 4b) Justifications for the Implementation Plan
[bookmark: _Hlk205981406]The implementation plan has been structured in a logical sequence to minimise risk and maximise the likelihood of success. The first task involves selecting a suitable online ordering platform because the technology forms the foundation of the click-and-collect system. Without an effective platform, the remaining stages cannot be completed successfully.
The second stage focuses on developing and testing the system before launch. This scheduling allows any technical issues to be identified and resolved, reducing the risk of customer dissatisfaction. Training and process integration are completed next to ensure that Basil is confident using the system and can manage online orders efficiently alongside daily bakery operations.
Marketing and launch activities are scheduled after testing and training to ensure the service is fully operational before customers begin using it. Responsibility is assigned primarily to Basil because he is the business owner and has direct knowledge of customer needs and operational requirements. Finally, ongoing monitoring is essential to evaluate performance, gather customer feedback, and make improvements where necessary (Project Management Institute, 2021).
Task 5b) Justifications for the KPI and SMART Objectives
The selected Key Performance Indicator (KPI) is the number of monthly click-and-collect orders. This KPI is appropriate because it directly measures customer adoption of the new pre-order system and provides a clear indication of whether the solution is helping to address declining sales. If the number of monthly orders increases, it suggests that customers value the convenience of the service and are engaging with the bakery more frequently. Conversely, low order numbers would highlight the need for improvements in marketing, customer awareness, or system usability.
The SMART objectives have been designed to support the successful implementation of the solution. The objective of achieving 150 monthly pre-orders within six months is specific and measurable, allowing Basil to monitor customer uptake. The target to reduce waiting times by 50% within three months focuses on improving customer experience, which was identified as a key issue in the case study. Increasing monthly sales revenue by 10% within 12 months aligns directly with the bakery’s need to recover lost income. Finally, achieving 80% customer satisfaction within six months ensures that the service meets customer expectations and encourages repeat business. Together, these objectives provide clear, realistic, and measurable targets that can be used to evaluate the effectiveness of the click-and-collect system and support long-term business growth (Office for National Statistics, 2024).
Task 7) Key Findings
1. Basil’s Bakery continues to experience sales that are approximately 25% below 2019 levels due to reduced retail park footfall, shop closures, and increased hybrid working patterns.
2. Customer convenience has become increasingly important, with many customers requesting pre-order and delivery services that are not currently available.
3. The PMI evaluation identified the online pre-order and click-and-collect system as the most suitable solution because it offers significant benefits while requiring lower investment and posing less risk than a delivery service.
4. Implementing the solution through a phased plan will help minimise operational disruption and support successful adoption.
5. The use of a KPI and SMART objectives will enable Basil to monitor performance, measure success, and make informed decisions to support long-term business growth and sustainability
[bookmark: _Hlk208302504]
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Appendices

ppendix 1 – Task 3a
PMI Evaluation Table
	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Reduces customer waiting times during busy periods +4

	Initial website and setup costs -1

	Opportunity to introduce a customer loyalty programme +2

	Improves customer convenience and satisfaction +5
	Staff may require training to manage online orders -2
	Customer data can be used for targeted marketing +1

	Enables better stock control and demand forecasting +3

	Some customers will still need to travel to the bakery -2
	Could support future expansion into delivery services +2

	Lower implementation cost than a delivery service +4

	Possible technical issues during the launch period -1

	Potential to increase repeat purchases and customer retention +2

	
TOTAL:  +16
	
TOTAL: -6
	
TOTAL: +7



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +17
	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Extends the bakery’s market beyond retail park visitors +5

	Higher operational and delivery costs -4

	Opportunity to offer subscription bread and pastry boxes +2

	Reaches customers who work from home or cannot visit the bakery +4
	Risk of product damage during transportation -3
	Potential partnerships with local businesses and offices +3


	Increases convenience for customers +2

	Requires delivery logistics and coordination -2

	May attract new customer segments in surrounding areas +1

	Potential to increase sales revenue and customer base +2
	More complex to manage than click-and-collect -3

	Could support future business growth and expansion +1

	
TOTAL: +13
	
TOTAL: -12
	
TOTAL: +7



Therefore: Overall Total for Name (for Solution B) = +8
Reference:
De Bono, E. (1992) Seriou’s creativity: using the power of lateral thinking to create new ideas. London: HarperCollins.













Appendix 2 – Task 4a
Implementation Plan
Problem: Declining sales caused by reduced customer footfall, hybrid working patterns, and lack of a convenient pre-order service.
Solution: Online Pre-Order and Click-and-Collect System
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Research and select an online ordering platform suitable for the bakery’s products and budget.
	Week 1
	Basil
	Online ordering platform selected

	2
	Develop the click-and-collect system, upload products, set collection times, and test the ordering process.
	Weeks 2–3
	Basil / Website Provider
	Set collection time recommended

	3
	Train staff (if applicable) and integrate the new ordering system into daily bakery operations. Conduct trial runs to identify any issues.
	Week 4

	Basil

	Training should be done for new ordering

	4
	Launch the service and promote it through social media, in-store advertising, and customer communications. Monitor customer feedback and order volumes.
	Month 2 onwards



	Basil

	Introducing social media and customer review



· Reference
· Project Management Institute (2021) A guide to the project management body of knowledge (PMBOK® guide). 7th edn. Newtown Square, PA: Project Management Institute.
Appendix 3 – Task 5a
The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase customer use of the click-and-collect service by encouraging online pre-orders.
	Achieve at least 150 click-and-collect orders per month.
	The target is realistic based on existing customer demand for a pre-order service.
	Supports the objective of increasing sales and improving customer convenience.
	Achieve within 6 months of launching the service.

	Reduce customer waiting times during busy trading periods.
	Reduce average waiting times by 50%.
	Can be achieved through pre-ordering and improved operational efficiency.
	Directly addresses a key customer complaint identified in the case study.
	Achieve within 3 months of implementation.

	Increase overall bakery revenue.
	Increase monthly sales revenue by 10%.
	Realistic through increased order volumes and repeat purchases.
	Helps recover sales lost since 2020.
	Achieve within 12 months.

	Improve customer satisfaction with the ordering process.
	Achieve 80% customer satisfaction in feedback surveys.
	Attainable through a reliable and convenient ordering system.
	Encourages customer loyalty and repeat business.
	Achieve within 6 months.
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