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1. Overview of the Case Study 
[bookmark: _Int_7xcgvHcz]Basil’s Bakery is a small independent bakery that opened in 2015, and it is located in a retail park in Coventry. It is known for its high-quality organic cakes, breads, and pastries, which helped grow its reputation. However, the COVID-19 pandemic has affected its sales; they went down and remained around 25% below 2019 levels. 
[bookmark: _Int_1IWc517v]The bakery is currently facing many challenges. Inflation has gone up. Costs such as rent, utilities, insurance, and the price of organic ingredients have increased, meaning less profit for the business. Another challenge is that there have been store closures and redundancies in the retail park, meaning fewer customers visiting, so fewer sales. Also, many office workers are now working from home, reducing demand for a key customer segment. Lastly, Basil’s Bakery does not offer customers the option to deliver or preorder, making them less competitive compared to other businesses that do offer these options. 

















2. Proposed Solutions 
The first Solution would be for Basil’s Bakery to introduce an Online Ordering and Delivery Service. They could create a website where customers can see what products they offer, place orders, and arrange delivery. This way, it would increase convenience to customers, especially to those who do not visit the retail park anymore. 
The second solution is for a Click and Collect Pre-Order system. Customers can pre-order online before coming to the bakery. This means that their order could be prepared in advance, and then they can collect it when it is more convenient for them. It would also save time for customers by reducing queues, especially those in a rush; they can just pre-order, collect and go. 
Both solutions are effective; however, the click and collect one does not target all customers; it only targets existing customers. The first solution is likely to target both new and existing customers; therefore, implementing an online ordering system is likely to be more effective. 

















3a. PMI Evaluation 
[bookmark: _Int_sgrq18dP][bookmark: _Int_ypzfJwJC]A PMI Analysis is useful to identify advantages and disadvantages of each option. 
Some advantages of the first option to implement an online order and delivery system are that it would improve convenience, increase the number of sales and allow the business to reach more customers. For example, customers who are working from home can still be able to order products. However, some disadvantages are that there are high implementation costs for the business to implement all the necessary technology and systems. Also, another disadvantage is delivery costs. 
[bookmark: _Int_5RvBEtP3][bookmark: _Int_dvhKCnWM][bookmark: _Int_ScumPsnZ]The second option of implementing click and collect has many advantages, such as lower implementation costs than the first option, reduced queues and also, it would allow better decision planning for the business as they can forecast orders. However, some disadvantages are that customers are still required to travel to collect their order, and also not everyone is good with technology to be able to place orders. 
[bookmark: _Int_grHNupVI]Overall, both options can be effective for Bakery; however, the first option to implement an online order and delivery service is likely to be more effective as it attracts both existing and new customers. 














3b. Preferred Solution 
According to the PMI Analysis, the online ordering and delivery service system is the most effective option. As the main issue Basil’s Bakery is facing is the low number of sales due to the closure of shops in the retail park and also the hybrid workers, this option will allow customers to order regardless of where they are, meaning there is a high chance of Basil targeting a wider range of customers, increasing sales. 
[bookmark: _Int_GHvigNHA][bookmark: _Int_8EAMI86Z][bookmark: _Int_YqDl9efK][bookmark: _Int_L1SGIlHm][bookmark: _Int_xndH9uo2][bookmark: _Int_bDdistPM][bookmark: _Int_JTWJ5oo2]The implementation costs of the first option at Whiter compared to the click and collect option can be seen as riskier. However, many UK retailers are offering the option to order online and deliver; it has become very popular. Therefore, by implementing the first option, it would increase convenience; more customers can be reached, meaning both the customer and the business will be happy. Therefore, it can be seen as an effective long-term option for Basil’s Bakery

PMI Analysis Table. 
	Solution 
	Plus 
	Minus

	Online Ordering & Delivering
	Increases Sales, improves convenience, reaches new customers 
	[bookmark: _Int_NsUqWqWp]Higher implementation costs, staff training required 

	Click & Collect
	Lower Costs, reduced waiting times, quicker customer service 
	Customers still have to travel 














4a. Implementation Plan  
[bookmark: _Int_b5nFnvWG]Week 1: Carry out market research, compare different online platforms, and identify the most suitable online ordering software. 
Week2: Choose a technology provider, payment system and and figure out delivery arrangements. 
Week 3-4: Develop a website and payment systems. 
Week 5: Test the processes such as ordering, payment, and customer communication systems. 
Week 6: Train staff and advertise on social media a marketing campaign. 
Week 7: Launch the online ordering and delivery service officially. 
[bookmark: _Int_f75PAKKK]Weeks 8-12: Monitor feedback received from customers and revenue performance. 
4b. Justification
[bookmark: _Int_wLLugDUD][bookmark: _Int_dNtL70H8][bookmark: _Int_mSBpDrR7]By following this order from the implementation plan, it will allow the business to work efficiently. At the beginning, research is the first step in order to find out what the customers' and business requirements are. In addition, before implementing the website and the payment systems, testing is required in order to find any technical failures that would reduce customer satisfaction. 
[bookmark: _Int_rdovlc9K][bookmark: _Int_T7bGTZlH]Furthermore, marketing is also essential to maximise awareness and get everyone’s attention, especially since everyone is now on social media and it is the easiest method to be seen. Monitoring is required after implementing the system to evaluate performance and identify where the business needs improvement and what they are doing well. This structure will ensure that Basil Bakery implements their online and delivery service successfully and minimises any risks of mistakes. 







5a. KPI and Smart Objectives 
Monthly sales revenue would be the recommended KPI. It would measure whether the solution is increasing the income and whether it is successful in supporting business sustainability. 

SMART Objectives: 
1. Increase sales revenue by 15% in the first 6 months of implementing the service. This target is realistic because it aims to recover the current 25% reduction in sales. 
2. Achieve customer satisfaction ratings of 90% or over within six months, measured using customer feedback surveys. High rating strengthens customer loyalty. 
[bookmark: _Int_XIvq6afF]3. Increase repeat purchases by 10% within six months through loyalty rewards and personalised promotions. 
4. Achieve at least 100 online orders per month within six months. 
5. Generate at least 20% of total sales through online orders within twelve months, demonstrating successful business growth. 

All these objectives are specific, measurable, achievable, relevant and time bound.  












5b. Monitoring and Evaluation 
Monitoring performance is essential to determine whether the online ordering and delivery service achieves its objectives. Basil should review each KPI monthly and compare actual performance against the SMART objectives. 
Monthly sales revenue should be monitored using financial reports. By comparing revenue before and after implementation, it will indicate whether the online ordering system is increasing sales. If sales fail to improve, Basil should review pricing strategies, delivery processes or marketing activities. 
Customer satisfaction should be measured through online surveys and customer reviews. Feedback helped to analyse where improvement is needed, such as quality of products or delivery times.  
Website analytics should also be monitored to evaluate the number of visitors and complete orders. These data will help identify where customers are struggling during the ordering process. 
[bookmark: _Int_i92IeKnF][bookmark: _Int_xjKf4VAt]Finally, repeat purchase rates should be reviewed using customer order history. If they remain low, Basil could introduce promotional offers, loyalty schemes to personalised marketing campaigns. Monitoring continuously will allow the business to remain responsive to customer needs while also supporting long-term sustainable growth and profitability (Kotler & Keller,2022)












6 Key Findings
· Basil’s Bakery has experienced declining sales since COVID-19.
· An increased number of workers are working from home.
· Delivery and click and collect are best addressing changing customer behaviour.
· Implementation plan reduces risk.
· Online ordering provides the strongest long-term solution.
· Customers have requested delivery and online pre-order services.
· PMI identifies solution 1 as strongest.
· KPI and SMART objectives allow performance monitoring.
· Continuous monitoring will support future business growth.
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