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Overview of Case-study
· Basil’s Bakery is a small independent bakery in Coventry that has experienced declining sales since the Covid-19 pandemic. Although business recovered slightly after lockdown, sales remain around 25% below 2019 levels.
· The root problem is a sustained decrease in customers, caused by fewer visitors to the retail park, shop closures, job redundancies and more people working from home.
· Additional issues include the lack of a delivery service, limited pre-order facilities due to Basil working alone, and rising operating costs such as rent, utilities and ingredient prices. These factors have reduced profitability and threaten the long-term viability of the business.
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
[bookmark: _Hlk205982497] Two Proposed Solutions
( Introduce an online ordering and delivery service ) Solution A Proposal
Basil should introduce an online ordering system with local delivery. This would allow customers who now work from home or no longer visit the retail park to continue buying his products. Customers could place orders online at any time, reducing missed sales caused by unanswered phone calls. A delivery option would also attract new customers outside the retail park, increasing Basil’s customer base. By making his products more accessible and convenient, the bakery can increase sales, improve customer satisfaction and reduce the impact of declining footfall.

(Expand pre-order and click-and-collect services) Solution B Proposal 
Basil should improve his pre-order system by allowing customers to place orders online or through a dedicated phone line for collection. This would reduce waiting times during busy periods and help Basil plan production more efficiently, reducing waste. Customers would benefit from faster service and be more likely to return. By encouraging more pre-orders, Basil can manage demand better, improve customer satisfaction and increase sales without needing  significant changes to the Bakery’s current operations.

 Evaluation Results and Justifications
Preferred solution: Solution B (hybrid pre-order, click-and-collect, limited local delivery) is the most appropriate, as it directly addresses falling footfall, unmet customer requests and lost revenue – unlike Solution A which only focuses on improving in-store operations.
Criteria & defence: Selected based on four key factors aligned to Basil’s core risks: sales recovery potential, operational feasibility, cost/risk control, and customer retention & convenience.
Weightings & defence:
Sales recovery potential – 35%: Highest priority, as sales remain 25% below 2019 levels and stagnation threatens business survival.
Operational feasibility – 25%: Critical since Basil must remain onsite to bake.
Cost & risk control – 20%: Essential amid rising overheads and volatile organic ingredient costs.
Customer retention & convenience – 20%: Needed to win back lapsed and remote-working customers.
Final justification: Solution B consistently scores higher across all weighted criteria in the PMI evaluation, delivering revenue growth without disrupting production or requiring high upfront investment.
Justifications for the Implementation Plan
Order of tasks: Starts with low-cost, quick-win changes (pre-order system, delivery partnerships) before longer-term investments; this generates immediate revenue and cash flow to fund later upgrades, reducing financial risk given Basil’s rising overheads.
Scheduling: Spread over 6 months to avoid disrupting daily baking operations; shorter tasks (1–2 weeks) address immediate customer requests first, while longer reviews (suppliers, retail park discussions) run in parallel to minimise delays.
Responsibilities: Basil leads core baking and product quality; external support handles website setup/delivery logistics; this protects Basil’s time onsite and maintains the artisan standard his brand relies on.
Prioritisation logic: Addresses known customer demands first (pre-orders, delivery) to retain loyal clients lost to working from home/retail closures, before tackling cost and location-related challenges

Justifications for the KPI and SMART Objectives
· [bookmark: _Hlk205981688]Core KPI selection: Monthly sales revenue vs 2019 baseline is the primary measure as it directly addresses Basil’s core concern of stagnant sales 25% below pre-pandemic levels; supporting KPIs (repeat customer rate, pre-order/delivery uptake) track exactly where improvements come from, avoiding vague or irrelevant metrics.
· SMART Objective 1 (Sales): Targeting 20% revenue recovery within 12 months is specific, measurable, and realistic – it closes most of the 25% gap without overstretching resources, with a clear timeframe tied to operational changes.
· SMART Objective 2 (Customer service): 50% of orders via pre-order/delivery in 6 months directly responds to repeated customer requests and removes barriers for remote workers/former retail staff, with uptake easily tracked by order type.
· SMART Objective 3 (Costs): 10% reduction in overhead/stock variance within 9 months balances Basil’s commitment to organic sourcing with rising costs; it is achievable via supplier reviews and bulk planning, with clear budget tracking.
· SMART Objective 4 (Retention): 75% of existing customers active quarterly prioritises loyal patrons – far more cost-effective than attracting new ones – with retention measured via contact/order history.

 Key Findings
· [bookmark: _Hlk208302504]Persistent sales gap: Revenue has stagnated at 25% below 2019 levels, caused by falling retail park footfall, business closures and widespread remote working.
· Unmet service needs: Frequent customer requests for reliable pre-ordering and delivery remain unfulfilled, risking lost loyalty.
· Growing margin pressure: Sharp rises in rent, utilities and organic ingredient costs have significantly increased overheads and stock volatility.
· Strong product advantage: Basil’s high-quality organic artisan range retains strong demand from existing customers.
· Capacity constraint: Basil’s full-time focus on baking limits his ability to launch new services or optimise operations.
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Appendix 1
	Plus
	Minus
	Interesting

	Directly meets repeated customer requests for pre-order and delivery
	Requires small upfront investment for booking system and delivery partnerships
	Could attract new customers who avoid the retail park entirely

	Reaches remote workers and former retail staff who no longer visit the site
	Takes time away from Basil’s baking unless extra support is arranged
	May open up opportunities for corporate catering to nearby industrial units

	Reduces wasted stock and long wait times during peak periods
	Delivery costs and commission fees will narrow margins initially
	Creates clearer data on most popular products for better stock planning

	Protects premium brand positioning without compromising organic standards
	Needs ongoing marketing to make customers aware of new services
	May encourage the retail park management to offer support or rent concessions



[bookmark: _Hlk210816971]Therefore: Solution A: Introduce pre-ordering, local delivery & cost optimisation while retaining core artisan organic offering

	Plus
	Minus
	Interesting

	Cuts rent, rates and utility costs significantly
	Loses passing trade from remaining retail park visitors
	Could open up partnership options with local cafes or farm shops

	Full control over service format and opening hours
	May lose loyal customers who prefer to browse in person
	Lower overheads make it easier to absorb volatile organic ingredient costs

	Reduces time spent on counter service, more focus on baking
	Requires building a new website and brand awareness in a new location
	Could introduce subscription boxes for regular bread/pastry orders

	Eliminates reliance on declining retail park footfall
	Upfront costs and disruption of moving premises
	Removes risk if more retail park units close long-term



Therefore: Solution B – Relocate to smaller premises, focus on online & collection only



	Plus
	Minus
	Interesting

	Directly addresses customer requests for pre-order and delivery
	Requires upfront cost for booking system and delivery partnerships
	May encourage retail park management to offer rent concessions

	Retains existing footfall and in-store brand presence
	Delivery commissions will temporarily reduce profit margins
	Opens potential for corporate catering to nearby industrial sites

	Reduces food waste and long customer wait times
	Basil will need to allocate time to manage new services
	Provides clear order data to stabilise organic stock planning

	Preserves current artisan baking workflow
	Cannot fully offset retail park footfall decline
	Appeals to customers who still value in-person collection

	Total: 4
	Total: 4
	Total: 3


Appendix 2
Implementation Plan
· Problem being solved: Sales remain 25% below 2019 levels due to falling retail park footfall, hybrid working patterns, unmet customer demand for pre-order and delivery, and rising overheads and volatile organic ingredient costs.
· Solution being implemented: Roll out reliable pre-ordering and local delivery services, optimise operational costs, and retain the current retail park premises while upholding artisan organic standards.

· 

· Appendix 3

Key Performance Indicator: Monthly sales revenue compared to the 2019 baseline; supporting KPIs include pre-order/delivery uptake rate and repeat customer retention.

	SMART Criteria
	Objective Details

	Specific
	Increase revenue by 20% relative to current levels; achieve 50% of orders via pre-order or delivery; cut overhead volatility by 10%

	Measurable
	Track against monthly sales figures, order-type breakdowns, and supplier cost variance reports

	Attainable
	Targets address unmet customer demand and cost inefficiencies without requiring major new premises or staffing

	Relevant
	Directly tackles the 25% sales shortfall, hybrid working shifts, rising costs, and customer service requests

	Time-Bound
	Deliver revenue and service targets within 12 months; complete cost reviews and stabilisation within 9 months
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