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[bookmark: _Hlk205982484][bookmark: _Hlk205979492]Task 1: Overview of Case-study
Basil’s Bakery is a bakery established in 2015 which is located in Coventry retail park, selling premium organic breads, cakes and pastries to shoppers, retail staff and nearby industrial workers. Sales increased year over year until 2019, it fell abruptly during 2020 restrictions and have since stagnated roughly 25% below pre-pandemic levels. Long-term viability is threatened by static sales, which is the main issue. The key contributing factors include falling footfall, vacant shop units, increased homeworking, rising overheads and ingredients costs, plus unmet customer demands for pre-ordering and reduced waiting times.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions

This solution introduces a reliable same-day delivery service within a 3-mile radius of the Coventry retail park, paired with a simple pre-order system via phone or free online form. It directly addresses unmet customer demand for convenience, reaching office staff, home workers, and shoppers who lack time to visit in person. By expanding sales beyond physical footfall, it opens new revenue streams, prevents lost custom, and will steadily lift overall sales back toward pre-pandemic levels. It also builds stronger customer loyalty and gives Basil’s Bakery a clear competitive edge over other local shops that do not yet offer this flexibility.

Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation, Solution A (Local Delivery & Pre-Order Service) is the most appropriate option to progress with. I prioritised three weighted criteria: impact on revenue growth (50% weight, as stagnant sales are the core threat to long-term viability), alignment with confirmed customer demand (30% weight, to resolve clearly unmet needs), and low implementation risk (20% weight, to suit Basil’s tight budget and limited staffing). Solution A scores highest on revenue potential by reaching office workers, home staff and residents who cannot visit the store, directly fulfils requests for flexible ordering, and can be phased to keep initial costs manageable. While Solution B improves cost efficiency, it only sustains current performance rather than expanding the business. Solution A therefore offers the strongest, most sustainable path to lift sales back toward pre-pandemic levels and secure the bakery’s future.
Task 4b) Justifications for the Implementation Plan
The plan is structured in four sequential phases to manage risk and fit Basil’s limited resources: preparation first ensures clear setup before launch, followed by a limited trial to test demand without overcommitting funds, then review to refine processes, and finally full rollout. This phased approach aligns with small business best practice, avoiding unnecessary costs while gathering real customer feedback early. Assigning core tasks to Basil and existing senior staff keeps labour costs low, as external hires are not needed initially. Scheduling actions over 8 weeks also prevents disruption to daily store operations, ensuring service quality stays consistent while the new service is introduced smoothly. It also lets the team resolve any practical issues like delivery timings or order processing before expanding further, and ensures we can adjust scope quickly if uptake is lower or higher than expected.

Task 5b) Justifications for the KPI and SMART Objectives

The selected KPIs directly align with the bakery’s core goal of reversing sales decline while protecting profitability: sales volume and revenue track whether the delivery service successfully expands reach and generates new income, while cost efficiency ensures delivery does not worsen overhead pressures. Customer satisfaction and retention measure whether the service meets needs and builds long-term loyalty, and overall sales comparison confirms wider business impact rather than just shifting existing in-store orders online.
The SMART objectives are set to be realistic, measurable, and tied to clear timelines: the 25 weekly orders target reflects modest but steady growth for a small local launch, while the 15% cost cap keeps delivery profitable. The 4.2/5 satisfaction rating ensures service quality matches Basil’s premium brand standards. All targets are calibrated to be achievable without overstretching resources, while still being ambitious enough to drive meaningful recovery. This structure ensures progress can be clearly monitored, adjustments made quickly if needed, and success verified against the original problem of stagnant sales.


Task 6) Key Findings

· Basil’s Bakery faces stagnant sales 20–25% below pre‑2019 levels, driven by falling footfall, shifting work patterns, rising costs, and unmet demand for convenience services.
· Introducing a local delivery and pre‑order service is the strongest solution, as it expands customer reach and drives growth rather than only cutting costs.
· A phased implementation approach minimises financial risk and operational disruption, ideal for a small independent business with limited resources.
· Clear KPIs and SMART targets allow consistent progress tracking, ensuring the service stays profitable and aligned with long‑term viability goals.
· Addressing customer needs for flexible ordering will also strengthen the bakery’s competitive position against other local food retailers.
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Appendix 1 – Task 3a
PMI Evaluation Table
	Solution A: Local Delivery & Pre‑Order Service

	Plus
	Minus
	Interesting

	Reaches customers who cannot visit the store, expanding beyond in‑store footfall  (2)
	Requires initial setup time and small costs for order forms/partners   1 
	Can partner with local offices for regular bulk lunch orders 
3

	Directly addresses confirmed customer demand for convenience
(3)
	Variable delivery fees may reduce profit on small orders  

4
	Can start with 2‑day trial periods to test demand before full launch 4 

	Opens new revenue streams to lift total sales (4)

	Relies on reliable delivery partners to protect brand reputation        2
	Can offer pre‑order discounts to encourage repeat custom   2

	Builds competitive advantage over local shops without this service  (1)

	May need minor staff training to manage new orders   3
	Can use feedback to adjust delivery areas/times quickly

5

	
TOTAL:  10 
	
TOTAL:  10 
	
TOTAL: 14 



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 14

	Solution B: Optimised Operations & Targeted Product Range

	Plus
	Minus
	Interesting

	Reduces overheads by aligning hours with actual customer visits  5
	May alienate regular shoppers who prefer  current opening times      1
	Can survey customers first to confirm preferred times  5

	Higher‑value bundles increase average spend per visit
 3
	Limited impact on reaching new customers outside the retail park  5
	Can run alongside pre‑orders to boost order values  3

	Lower implementation cost with no external partners needed
 2
	Does not resolve core unmet demand for delivery/convenience   4
	Can adjust menus seasonally to keep offerings fresh 2

	Improves profit margins without major operational changes   4 
	Will not significantly reverse long‑term sales decline  2
	Can trial shorter quiet periods first to measure impact4 

	
TOTAL: 14
	
TOTAL: 12
	
TOTAL: 14



Therefore: Overall Total for Name (for Solution B) = 16 



Appendix 2 – Task 4a
Implementation Plan

· Name the problem you are solving :Stagnant sales 20–25% below pre‑2019 levels, caused by reduced retail park footfall, widespread hybrid/remote working, rising overheads, and unmet customer demand for delivery and pre‑order services.
Name the solution you are implementing: Local Delivery & Pre‑Order Service

	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	1 

	Define 3‑mile delivery radius, research low‑cost order systems and local couriers, set pricing and service rules


	Week 1 –2 


	Basil + senior staff

	



	2
	2


	 Create promotional materials, train staff on order processing, launch limited trial (Tue–Fri 10am–2pm)


	Weeks 3-4


	All Staff


	



	3
	

	Analyse trial sales, costs and customer feedback; adjust delivery zones, timings or partners as needed


	Week 5-6 


	Basil 

	



	4
	L4 


	aunch full service, expand operating hours, promote to local offices and residents


	Week 8 onwards
	Basil + all staff



	






Boddy, D. (2017) Management: An Introduction. 6th edn. Harlow: Pearson Education, pp. 212–218.

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Generate at least 25 delivery orders per week within the 3‑mile service area, keep delivery costs below 15% of delivery revenue, and maintain a customer satisfaction rating of 4.2/5 or higher.





	Track weekly order numbers, total delivery income, cost percentage, and feedback scores; compare against 2019 sales benchmarks.



	
Start with a limited trial to test demand; targets are set at a realistic level for a small independent bakery launch.




	Directly addresses the core problem of stagnant sales, meets customer demand for convenience, and protects profitability.



	Achieve all targets within 3 months of the full service launch, with monthly progress reviews.






Source Reference: 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. 35–39.
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