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[bookmark: _Hlk205982484][bookmark: _Hlk205979492][bookmark: _Hlk210817679]Task 1: Overview of Case-study 
Basil’s Bakery is an independent artisan bakery in a Coventry retail park, established in 2015. Although it grew steadily before 2020, sales between 2023 and 2025 remain around 25% below 2019 levels due to reduced footfall, neighbouring shop closures, redundancies an increased home working. At the same time, rising rent, utilities, business rates, insurance and fluctuating organic ingredient costs have increased financial pressure. As a result, the bakery is now heavily dependent on declining physical footfall while facing higher operating expenses. The core problem is how Basil’s Bakery can increase and diversify revenue while reducing reliance on customers visiting the retail park.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions

Solution A: Introduce an online Ordering , Pre-order and Local Delivery Service
Service Solution A proposes implementing a digital ordering system that allows 
customers to place orders online, pre-order items in advance, and request local delivery. This solution responds directly to the behavioural changes highlighted in the case study, particularly the rise in home working and the reduction in retail-park visitors.  By enabling customers to purchase cakes, pastries, breads and lunch items without travelling to the bakery, Basil’s Bakery can reach individuals who previously relied on nearby workplaces. Pre-ordering also helps reduce waiting times during busy periods, as staff can prepare orders before customers arrive. Furthermore, digital channels allow businesses to maintain customer relationships beyond the physical premises and adapt to evolving consumer purchasing behaviour, supporting long- term engagement and convenience.  (Chaffey and Ellis-Chadwick, 2019)

Solution B: Develop a Local Marketing and Business Partnership Strategy
Solution B focuses on increasing promotional activity and forming partnerships with nearby businesses, offices and community organisations. This could may include loyalty schemes, social media marketing, corporate catering offers and supplying products to local workplaces. This approach can attract new customers, rebuild relationships with businesses affected by reduced footfall, and encourage repeat purchasing. By expanding sales channels and improving brand visibility, Basil’s Bakery can reduce reliance on passing trade. Relationship marketing emphasizes building long-term customer connections, making this strategy valuable for strengthening loyalty and making this strategy valuable for strengthening loyalty and generating sales from wider local groups. 
Task 3b) Evaluation Results and Justifications
Introducing online ordering and delivery carries several risks, including the possibility that early sales may not cover system, training and delivery costs. Basil may also struggle to manage deliveries while maintaining production quality. Technical issues, incorrect orders, late deliveries or reduced food quality during transport could harm customer satisfaction and damage the bakery’s reputation.
Data protection and secure payment processing must also be ensured. These risks can be reduced through a phased launch, using a reliable ordering provider, setting clear delivery boundaries and minimum order values, and restricting deliveries to a small local area before expanding.
Task 4a and 4b: Risk Analysis and Justification
The primary risks associated with Solution A are financial, operational, technological, and reputational threats. Initial investments in an ordering platform, payment facilities, training, and delivery arrangements may diminish profitability if sales do not increase substantially. There is also a possibility that Basil and his employees will struggle to manage internet orders alongside regular bakery operations.
Technology issues may result in inaccurate orders, payment difficulties, or system downtime. Delivery delays may have a detrimental impact on customer satisfaction, especially as bakery products are frequently purchased for special occasions or times of day. Food quality may also be compromised during shipment. In addition, client information and payment details must be handled securely in order to meet data protection and payment regulations
Risk management is recognising potential dangers, assessing the consequences, and implementing suitable controls (Hopkin, 2018). Basil can mitigate these risks by beginning with a small delivery area, defining minimum order quantities, utilising a dependable ordering platform, providing clear delivery times, and thoroughly testing the system prior to full launch. A staged approach allows problems to be detected and solved before the service is expanded.
[bookmark: _Hlk208302504]The solution is thus deemed feasible because it can be implemented progressively without forcing Basil to fully overhaul the present bakery business. The first focus should be on pre-orders and local delivery during specific periods, with expansion taking place once demand and operational capacity have been established.
Task 5a and 5b Implementation Plan and Justification
The four-week implementation plan outlines a clear sequence for introducing the new service. First, Basil must select an appropriate online ordering platform by comparing providers, costs and features to find an affordable system suitable for a small bakery. The second stage is developing and testing the system, including adding product details, prices, images, payment options and delivery information. Testing is essential to avoid technical issues that could reduce customer confidence.
The third stage is staff training so employees can process online orders, communicate with customers, package products and organise deliveries, including handling errors or complaints. The final stage is launching and monitoring the service through social media, in-store promotion and customer communications, followed by reviewing feedback and sales data.
The order of activities is crucial because each stage depends on the previous one. Basil should coordinate the process, supported by the website developer and trainer.
Task 5b) Justifications for the KPI and SMART Objectives
The chosen KPI is customer satisfaction improvement, measured through customer feedback scores and reviews following the staff training programme. This KPI is suitable because the training aims to improve employees’ skills, confidence and customer service, allowing Basil’s Bakery to assess its impact on the customer experience. Three SMART objectives support this KPI: increase customer satisfaction ratings by 20% within three months, reduce customer waiting times by 15% within three months, and ensure 100% of employees complete the training within four weeks. These objectives are specific and measurable, while directly addressing customer concerns, improving operational efficiency and ensuring staff have the skills needed to successfully support the new business solution.
trainer provide specialist support. This approach reduces implementation risk and makes responsibilities clear.

Task 7: Key Findings
· Basil’s Bakery’s main challenge is declining revenue caused by reduced footfall, changing customer behaviour and rising operational costs.
· The PMI evaluation shows Solution A (online ordering, pre-order and local delivery) is the most effective option, offering higher longer-term sustainability and stronger sales growth. 
· The four-Week implementation plan provides a structured, low-risk approach
that prepares staff effectively for the new digital service.
· The PKI and SMART objectives demonstrate clear, measurable targets focused on improving customer satisfaction, reducing waiting times and ensuring full staff training completion. 
Task 7: Key Findings
· Basil’s Bakery’s main problem is declining sales caused by reduced retail- park footfall, changing customer behaviour and increasing operating costs.
· The business needs to reduce its dependence on customers physically visiting the retail park.
· Two realistic solutions were identified: an online ordering, pre-order and local delivery service, and a local marketing and business partnership strategy.
· The PMI evaluation indicates that Solution A provides the stronger long- term opportunity for increasing and diversifying revenue.
· The main risks of Solution A involve costs, staff capability, technology, delivery logistics and customer service.
· A phased four-week implementation plan can reduce these risks and prepare employees for the new service.
· Monthly online sales revenue should be the primary KPI because it directly measures whether the solution is contributing to revenue growth. 
· SMART objectives provide measurable targets for revenue, waiting times and employee training.
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Appendices
            Appendix 1 – Task 3a

PMI Evaluation Table

	Solution A: Online ordering- Pre-order and Local Delivery Service

	Plus
	Minus
	Interesting

	Reaches customers working from home
	Initial setup costs
	Can expand delivery area.

	Improves customer convenience
	Staff require training
	Creates future growth opportunities

	Increases sales opportunities
	Website maintenance costs
	Can introduce online promotions

	Reduces reliance on walk-in customers
	Delivery logistics
	Collects valuable customer data

	One more plus
	
	




	Solution B: Develop a Local Marketing and Business Partenership Strategy

	Plus
	Minus
	Interesting

	Low implementation cost
	Results may take time 
	Builds community relationships

	Improves local awareness
	Dependent on business partners
	Can improve brand reputation

	Encourages repeat customers
	Limited reach outside local area
	Creates networking opportunities

	Supports catering opportunities
	Requires continuous marketing
	Potential future partnerships

	
	
	




                                                              Appendix 2 – Task 4a

Implementation Plan

Name the problem you are solving: Declining sales caused by reduced customer football. 
Name the solution you are implementing: Introduce an online ordering, Pre-Order and Local delivery service. 
	
	WHAT
	HOW
	WHEN

	WHO


	1
	Select an online ordering platform.
	Research suitable online ordering systems, compare costs and choose the most appropriate platform for the bakery.
	2nd August – 6th August 2026
	Basil (Manager)



	2
	Develop the online ordering system.
	Great the bakery’s online menu, upload products and prices, set up payment methods, and test the website or mobile ordering system.
	9th August – 13th August 2026


	Website developer and Basil


	3
	Train employees and prepare delivery procedures


	Train staff to process online orders, manage customer enquiries, package products, and organise local deliveries efficiently.
	16th August – 20th August 2026

	Basil and trainer



	4






	Launch and monitor the service

	Launch the online ordering and delivery service, promote it through social media, collect customer feedback, monitor sales, and resolve any operational issues.
	23rd August – 27 August 2026

	Basil and all staff











Appendix 3 – Task 5a

The Key Performance Indicator is use monthly sales revenue rather than relying solely on customer satisfaction.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Improve customer satisfaction after staff training.

Reduce average customer waiting times by 15% within three months by improving staff efficiency and using the online pre-order system.
	Achieve a 20% increase in customer feedback scores using 20 customer questionnaires and online reviews.
	Staff training and improved service make this achievable.



	Better customer service supports the success of the online ordering system and increases customer loyalty.


	Measure performance within three months of implementation.
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