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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil's Bakery is a small independent bakery located in Coventry, UK, specialising in high-quality organic cakes, pastries and bread. Although sales increased steadily after opening in 2015, revenue has remained approximately 25% below 2019 levels since 2023. The root problem affecting the business is declining sales and reduced profitability. Several factors contribute to this issue, including lower customer footfall, remote working patterns, retail store closures and increasing operating costs. In addition, the lack of delivery and limited pre-order services restrict customer access. These internal and external factors have reduced demand and threaten the long-term sustainability of the business.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal: Online Ordering and Delivery Service

One possible solution is to introduce an online ordering and delivery service. Customers would be able to place orders through a website or social media platforms and receive products at home or work. This solution would help Basil's Bakery reach customers who no longer visit the retail park regularly due to remote working and changing shopping habits. In addition, it would improve convenience for loyal customers and create new sales opportunities beyond the local area. Consequently, the service could increase customer numbers, sales revenue and the long-term sustainability of the business.
Solution B Proposal: Digital Marketing and Customer Loyalty Programme
A second solution is to develop digital marketing activities and introduce a customer loyalty programme. Social media advertising, promotional offers and reward schemes could encourage repeat purchases and attract new customers. This approach would strengthen relationships with existing customers and increase awareness of the bakery's products. Furthermore, loyalty incentives could improve customer retention and support sales growth. As a result, the bakery could enhance its competitive position and partially offset the decline in footfall experienced since the pandemic.

Task 3b) Evaluation Results and Justifications

The PMI evaluation indicated that Solution A, the introduction of an online ordering and delivery service, is the most suitable option for Basil’s Bakery. The criteria used to assess the alternatives included effectiveness, cost, feasibility and long-term benefits. Effectiveness and long-term benefits were given greater importance because the main objective is to increase sales and adapt to changing consumer behaviour. According to Proctor (2014), evaluating alternatives against defined criteria supports more effective decision-making.
Although Solution B, based on digital marketing and a loyalty programme, could improve customer awareness and retention, it does not fully address the reduction in footfall. In contrast, Solution A enables the bakery to reach customers beyond the retail park and provides greater opportunities for sales growth.
The weighting of the criteria prioritised sustainable revenue generation and practicality. The PMI analysis showed that Solution A produced more advantages and fewer significant disadvantages. Therefore, the implementation of an online ordering and delivery service is considered the most appropriate solution for supporting the long-term development and competitiveness of Basil’s Bakery.
Reference
(Proctor, 2014)

Task 4b) Justifications for the Implementation Plan
The implementation plan was designed to ensure that tasks are completed in a logical order and within an achievable timeframe. Initial activities focused on selecting an online platform and preparing the necessary resources, as these stages provide the foundation for the remaining tasks. Staff training was scheduled after the system had been established to ensure employees understood how to use the new process effectively.
Responsibilities were allocated according to the expertise of the individuals involved. Management was responsible for planning and monitoring progress, while employees were responsible for implementing daily operations. This distribution of responsibilities improves accountability and coordination.
The schedule was designed to minimise disruption to existing operations and allow sufficient time for each activity. According to Proctor (2014), a structured implementation process improves the likelihood of successful problem solving. Therefore, the sequence and timing of tasks were considered appropriate for achieving the desired outcomes.
Reference
(Proctor, 2014)


Task 5b) Justifications for the KPI and SMART Objectives

The key performance indicator (KPI) selected for Basil’s Bakery is the increase in sales generated through the online ordering system. This KPI was chosen because it directly measures the effectiveness of the implemented solution and provides clear evidence of business performance. Monitoring sales growth enables management to assess whether the strategy is achieving the desired outcomes.
The SMART objectives were designed to ensure that targets are clear and achievable. They are specific because they focus on increasing online sales, measurable through monthly sales records, attainable with the available resources, relevant to the problem of declining customer numbers, and time-bound with a six-month target. According to Proctor (2014), effective objectives should provide clear direction and facilitate performance evaluation. Therefore, the proposed KPI and SMART objectives provide a practical framework for measuring progress and supporting continuous improvement at Basil’s Bakery.
Reference
(Proctor, 2014)

Task 6) Key Findings
· The main problem affecting Basil’s Bakery is the decline in customer numbers caused by changing consumer behaviour and increased competition. 
· Two solutions were considered: introducing an online ordering and delivery service and implementing digital marketing with a loyalty programme. 
· The PMI evaluation showed that the online ordering and delivery service offered greater long-term benefits and was therefore selected as the preferred solution. 
· A structured implementation plan was developed to ensure that tasks are completed in a logical sequence with clear responsibilities. 
· Key performance indicators and SMART objectives were established to measure sales growth and evaluate the effectiveness of the solution over a six-month period.
Reference:
(Proctor, 2014)
(Sproull, 2018)
(Belton and Stewart, 2002)
(Adair, 2022)
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)
Online Ordering and Delivery Service

	Plus
	Minus
	Interesting

	Increases sales opportunities
    +4
		

	



	Initial setup costs
-3



	



	May attract new customer groups
+3

	
Reaches customers beyond the retail park
 +4
	Staff training is required
-2
	Supports future business expansion
+4

	
Meets changing consumer preferences 
+3
	Ongoing maintenance is needed
-2
	Improves customer convenience
+3

	
Provides a competitive advantage 
+4

	Delivery problems may occasionally occur
-2
	Creates opportunities for digital growth
+4

	
TOTAL: +15
	
TOTAL: -9
	
TOTAL: +14



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 20 factors





	Provide the Name for Solution B
Digital Marketing and Loyalty Programme

	Plus
	Minus
	Interesting

	Improves brand awareness +3
	Marketing costs may increase -3
	Customer data can be collected +3

	
Encourages repeat purchases +3
	Results may take time to appear -2
	Future promotions can be personalised +3

	
Strengthens customer relationships +2
	Does not directly solve location issues -4
	Online engagement may increase +2

	
Easy to implement +2
	Benefits are uncertain -2
	Can support future online sales +3


	
TOTAL: +10
	
TOTAL: -11
	
TOTAL: +11



Therefore: Overall Total for Name (for Solution B) = 10

According to Proctor (2014), evaluating alternatives against defined criteria supports more effective decision-making. A PMI analysis was used to compare the two proposed solutions based on their advantages, disadvantages and future opportunities. The criteria considered included expected impact on sales, ability to address the location problem, cost implications and long-term business growth. Greater importance was given to factors directly related to increasing customer access and improving competitiveness because these issues were identified as the main causes of Basil's Bakery's declining sales.
The results showed that Solution A, Online Ordering and Delivery Service, achieved an overall score of 20, whereas Solution B, Digital Marketing and Loyalty Programme, achieved a score of 10. Although both options offer benefits, Solution A was considered more effective because it directly addresses the limited customer reach caused by the bakery's location. It also provides opportunities for future expansion and digital growth. Therefore, Solution A was selected as the preferred solution because it offers greater long-term benefits and better supports business performance.

Reference:
(Proctor, 2014)
(De Bono, 1992) 




Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Declining sales due to poor location and limited customer reach.
Name the solution you are implementing:
Online Ordering and Delivery Service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Planning


	Research suitable online ordering platforms, select the most appropriate system, create the online menu with product descriptions and prices, set up payment methods, define delivery areas, delivery charges and operating procedures.
	1-2 Week

	Owner and IT provider


	Online ordering system developed. Delivery procedures agreed.

	2
	Training


	Train employees to receive online orders, update product availability, process electronic payments, package products correctly, organise deliveries and respond to customer enquiries. Carry out practice sessions before launch.
	1 Week


	Owner and staff


	Staff trained to process online orders and manage deliveries confidently.

	3
	Launch


	Launch the online ordering platform, publish announcements on Facebook and Instagram, distribute promotional materials, introduce opening discounts and monitor customer orders during the first launch week.
	2 Week


	Marketing assistant and staff


	Online ordering service launched. Social media promotion completed.

	4
	Monitoring


	Collect customer feedback through online reviews and surveys, analyse sales reports, identify delivery or ordering problems, review customer satisfaction and implement improvements where necessary.
	4 Week


	Owner


	Customer feedback reviewed. Sales performance analysed. Improvements identified.




The implementation plan was designed to introduce the online ordering and delivery service through a structured sequence of activities. The first stage focuses on selecting an appropriate online platform, configuring payment methods, preparing the digital menu and establishing delivery procedures before implementation begins. The second stage ensures that employees receive practical training in processing online orders, handling customer enquiries and managing deliveries efficiently. Once staff are fully prepared, the third stage involves launching the service, promoting it through social media, introducing promotional offers and monitoring the first customer orders. The final stage evaluates customer feedback, reviews sales performance, identifies operational issues and implements improvements where required. Responsibilities were allocated according to employees' expertise to ensure accountability and effective coordination. The staged approach reduces implementation risks and supports successful adoption of the new service. According to Lock (2020), implementation plans improve coordination, resource allocation and project control, increasing the likelihood of achieving organisational objectives.
Reference:
(Lock, 2020)


Appendix 3 – Task 5a

The Key Performance Indicator is:
 Increase monthly sales revenue by 15% within six months


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase monthly sales by expanding online ordering and delivery services





	
Achieve a 15% increase in monthly sales revenue




	
Target is realistic with staff training and online promotion



	
Supports the aim of overcoming location limitations and improving competitiveness




	
Achieve the target within six months







The proposed KPI is a 15% increase in monthly sales revenue within six months. This indicator was selected because sales performance is directly linked to the problem identified at Basil’s Bakery. Monitoring sales revenue allows management to assess whether the implementation of online ordering and delivery services has been successful.
According to Doran (1981), objectives should be Specific, Measurable, Achievable, Relevant and Time-bound. The objective is specific because it focuses on increasing sales revenue. It is measurable through monthly sales records and attainable because the target is realistic for a small business. The objective is relevant because it supports the aim of improving customer access and increasing competitiveness. It is also time-bound, as achievement is expected within six months.
Using SMART objectives helps ensure that performance can be monitored effectively and corrective action can be taken if necessary. Therefore, the KPI and SMART objective provide a clear framework for measuring the success of the chosen solution.
Reference: 
(Doran, 1981)
(Parmenter, 2015)
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