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Task 1: Overview of Case-study
· Basils Bakery is a small independent artisan bakery based in a retail park in Coventry.
· Identify and discuss the root problem impacting Basil’s Bakery
· The business was doing well until covid 19 hit, which has affected sales and profits have decreased 25% pre-pandemic level due to less footfall and businesses closing in the retail park.
· Critique the issues that are contributing to the root problem.
· Some of the reasons for this problem are people have been laid off and are working from home, rising operating costs, vacant retail units. Basil doesn’t have staff to take telephone orders, and he has no digital or delivery service options. These issues have reduced footfall to the area and product sales. 
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Provide a name) Solution A Proposal

· Firstly, a digital ordering platform with click and collect and local delivery options would be a good idea. Customers would be able to order products through a website or mobile application, reducing waiting times while allowing those working from home to continue purchasing from the bakery. Delivery could be given to local delivery companies to avoid disturbing Basil’s baking responsibilities. This solution stops the decline in customers’ access and convenience by expanding the bakery’s market beyond the retail park visitors. It also creates additional sales opportunities without having the business to relocate or significantly increasing staff costs. 




(Provide a name) Solution B Proposal
[bookmark: _Hlk205980222]
· Secondly, expanding partnership supply to local businesses by providing artisan bread, cakes and pastries to local cafes, offices, hotels and independent retailers. Rather than relying mainly on walk-in customers, Basil would generate regular contracted income from business clients. This approach would reduce the Bakery’s dependance on retail park footfall while making better use of existing baking capacity. Long-term supply agreements would improve sales stability and assist financial planning despite fluctuating ingredients prices. The proposal also strengthens Basil’s reputation for high-quality organic products within the local business community.

Task 3b) Evaluation Results and Justifications

· Solution A – Digital ordering and delivery service is the preferred option because it achieved the highest overall score against the selected criteria. 
· The evaluation considered cost, implementation time, customer satisfaction, revenue potential and business risk. These criteria were chosen because Basil requires a solution that is affordable, practical and capable of increasing sales within a relatively short period. While Solution B offers stable long-term income, it requires considerable time to establish commercial partnerships and negotiate contracts. 
· Solution A scored highest because it directly responds to customer requests for delivery and pre-ordering, improves convenience, increases market reach beyond the retail park and can be implemented using existing production facilities. The financial investment is moderate, and the benefits can be measured quickly through increased online orders and sales growth. 

Task 4b) Justifications for the Implementation Plan
[bookmark: _Hlk205981406]
· The implementation plan begins with selecting an online ordering system because it forms the foundation of the project. Once the software has been chosen, the website and ordering system can be developed before testing takes place. Staff training follows to ensure everyone understands the ordering process before customers begin using the service.
· Marketing activities are scheduled immediately before launch to maximise customer awareness and encourage early adoption. Performance monitoring is the final stage, allowing Basil to evaluate customer feedback, delivery performance and sales data after implementation. 
· Responsibilities are allocated according to expertise. Basil oversees supplier relationships, product availability and quality control, while an external web developer creates the ordering platform. Delivery responsibilities are outsourced to minimize disruption to baking operations. This sequence reduces operational risk, prevents unnecessary delays and ensures that each task is completed before dependent activities begin.


Task 5b) Justifications for the KPI and SMART Objectives

· The primary Key Performance Indicator (KPI) is monthly sales revenue generated through online orders. This KPI directly measures whether the new ordering and delivery service is increasing sales and reducing the impact of lower retail park footfall. It is simple to monitor sales reports and provides clear evidence of business performance.
· The first SMART objective is to launch the online ordering system within three months. This objective is specific, measurable and achievable because website development can be completed within a realistic timeframe. It is relevant as the ordering platform is essential to the proposed solution and time-bound with a clear deadline.
· The second SMART objective is to increase total monthly sales by 15% within six months of launch. This target is measurable using monthly financial records and represents realistic growth without being overly ambitious. 
· The third SMART objective is to achieve at least 100 online orders per month within six months. This measures customer adoption of the new service and indicates whether marketing activities have been successful. 
· [bookmark: _Hlk205981688]The fourth SMART objective is to achieve at least 90% positive customer satisfaction ratings within six months, measured through online reviews and customer surveys. High satisfaction encourages repeat business, strengthens customer loyalty and supports long-term revenue growth. 

Task 6) Key Findings

· The Bakery’s main challenge is the long-term decline in retail park footfall following changes in consumer behaviour after COVID-19.
· Rising operating costs and unpredictable organic ingredient prices have reduced profitability and increased financial pressure. 
· Customers have identified delivery and pre-order services as important improvements that would increase convenience and encourage repeat purchases. 
· The preferred solution is introducing a digital ordering, click-and-collect and delivery service because it offers the highest benefit for moderate investment.
· [bookmark: _Hlk208302504]Success should be monitored using KPIs linked to online sales, revenue growth, customer satisfaction and order volumes to ensure the solution delivers measurable business improvements.
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Appendix 1 – Task 3a
PMI Evaluation Table

	Provide the Name: delivery service

	Plus
	Minus
	Interesting

	Increases potential by reaching a wider local audience                          +5
	Orders not reaching customer on time                              
                                         -2                   
	Driver might not show up

                                         -1

	Increase in sales figures by selling more products daily
                                        +4
	Costs of delivery service 

                                         -2
	Delivery providers like uber handle any problems 
                                        +3

	Improves convenience and a lot more people can get products from Basils Bakery
                                        +4
	Can run out of products due to demand

                                         -1
	Products can get damaged in transit

                                        -1

	Multiple orders can leave Bakery together
                                        +3
	Traffic or road works can affect delivery
                                         -2
	Products can melt or go soggy
                                        -1

	
TOTAL:                     +16
	
TOTAL:                      -9
	
TOTAL:                      0



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +6


	Provide the Name: Expanding partnership with local businesses

	Plus
	Minus
	Interesting

	Increase in bulk sales 	
                                           +4
	Too much demand and cannot keep up with orders -3
	Machinery might stop working
                                           -3

	Long term contracts 
                                           +4
	Employ more staff to keep up with bulk supply                   -5
	May cancel contract 
                                           -2

	More business awareness

                                           +5
	Might not be able to keep up at busier times of year
                                            -4
	Affect in store customer service
                                           -4

	Reliable regular orders
                                           +3
	Maintaining freshness and shelf life of products            -3
	Consistency in taste and texture and visual appeal   -3

	
TOTAL:                     +16
	
TOTAL:                      -15
	
TOTAL:                      -12


(Proctor, 2019)
Therefore: Overall Total for Name (for Solution B) = -11

                                                                                                  Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Increasing Bakery sales
Name the solution you are implementing: Online ordering system and Delivery service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Select an online ordering system 
	Research and choose the most suitable online ordering software for the bakery. 
	10th July 2026 – 24th July 2026
Two weeks
	Operations manager
Business owner Basil 
	Suitable online ordering system selected
Business owner approves

	2
	Develop Website and Ordering Platform
	Build the website and integrate the online ordering system, then test it to ensure it works correctly.


	25th July 2026 – 20th August 2026
Between 2-4weeks


	External web developer
Business owner Basil


	Website and ordering platform are complete and working accordingly 
Business owner approves

	3
	Train staff
	Train employees to process online orders and use the new system confidently. 
	22nd August 2026 – 22nd September 2026
4 weeks
	Operations manager 
Bakery owner Basil
	Employees are trained and are confident in processing online orders

	4
	Marketing campaign
	Promote the online ordering service through social media, posters and local advertising before launch.

	23rd September 2026 – Mid October 2026
3 weeks 


	Marketing and operations manager 
Basil


	Word is out about ordering and delivery service. 
The marketing campaign is running successfully 

	5
	Monitor Performance 
	Review customer feedback, delivery performance and sales data to identify improvements after launch.
	5-6 weeks (Ongoing)
	Business manager 
Business owner Basil
	Continue to improve from feedback and performance. 
Give discounts and loyalty scheme incentives to keep a good rapport


(Institute of Leadership and Management, 2007)

· 

Appendix 3 – Task 5a

The Key Performance Indicator is: monthly sales revenue generated through online orders.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Measure the monthly sales revenue generated through the online ordering and delivery service to assess whether it is increasing sales and offsetting reduced retail park footfall. 

	Track monthly online sales revenue using sales reports. Success can also be monitored through supporting measures such as a 15% increase in monthly sales, 100 online orders per month, and 90% positive customer satisfaction.
	The targets are realistic because the online ordering system can be launched within three months, supported by marketing activities and the existing business operations.





	Increasing online sales revenue directly supports the business objective of improving profitability, attracting more customers, and reducing reliance on walk-in-trade.




	Launch the online ordering system within 3 months. Achieve a 15% increase in monthly sales, 100 online orders per month, and 90% positive customer satisfaction within 6 months of the launch. 







(Think Marketing, 2012)
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