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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Basil Bakery is an independent artisan bakery located in a retail park in Coventry. Although the business experienced steady growth after opening in 2015, sales have remained around 25% below 2019 levels. The main reason for the decline is the reduction in footfall at the retail park, caused by shop closures and changes in working patterns. Many office workers now work from home and no longer visit the area regularly. Customers have requested delivery and pre-order services, which Basil currently struggles to provide. As a result, the bakery is finding it difficult to maintain sales and attract new customers.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Opening a New Bakery Location - Solution A Proposal
[bookmark: _Int_LHx4F84j]Th first proposed solution is to open a second bakery location in a busy area of Coventry, such as the city centre or a residential district with high footfall. This would reduce Basil’s dependence on the retail park and allow the business to reach a wider range of customers. A new location could attract more commuters, students and local residents who may not currently visit this bakery. It would also increase brand awareness and create additional sales opportunities. Although this option requires a large investment, it has the potential to support long-term business growth and improve overall revenue. 

Delivery and Pre-ordering System - Solution B Proposal
[bookmark: _Hlk205980222]The second proposed solution is to introduce an online pre-ordering and delivering system. Customers would be able to place orders through a website and either collect their names at a chosen time or have them delivered to their home or workplace. This solution directly addresses customer requests highlighted in the case study. It would Basil’s products accessible to people who work from home or no longer visit the retail park regularly. The system would also reduce waiting times during busy periods and improve customer convenience. Compared with opening a new location, this option can be implemented more quickly and lower costs.
Task 3b: Evaluation Results and Justifications
The PMI analysis showed that the delivery and pre-ordering system is the most suitable solution for Basil’s Bakery. While opening a new location could increase customer numbers and create new revenue streams, it would involve significant costs and financial risk. Basil is already dealing with rising expenses, including rent, utility bills and stock costs, so expanding too quickly may not be the best option.
The delivery and pre-ordering system offers a more practical solution because it directly responds to customer demand. Several customers have already asked for these services, showing that there is an existing interest. The system would also help Basil reach customers who no longer visit the retail park due to remote working or changes in shopping habits. For CV reasons, customer reach, cost and potential sales were considered the most important evaluation criteria. Overall, the delivery and pre-ordering system provides a realistic and cost-effective way to increase sales and improve customer satisfaction.

Task 4b: Justifications for the Implementation Plan
The implementation plan has been designed to ensure that the delivery and pre-ordering system is introduced in an organised and efficient way. The first stage involves researching suitable online ordering platforms and delivery options. This step is important because Basil needs to identify a solution that is affordable and suitable for a small independent bakery. Once a platform has been selected, the website and ordering system can be developed and tested to ensure it works correctly before customers begin using it.

Staff training takes place after the system has been developed so that employees understand how to process online orders, manage deliveries and deal with customer enquiries. The final stage is the launch of the service alongside a local marketing campaign to raise awareness. Basil will be responsible for overseeing the project, while external website developers and delivery partners will provide specialist support. Following this order reduces risk and increases the likelihood of a successful implementation.



Task 5b: Justifications for the KPI and SMART Objectives
The chosen Key Performance Indicator (KPI) is the number of monthly online orders. This KPI was selected because it directly measures whether the delivery and pre-ordering system is helping Basil's Bakery increase sales and attract customers. If the number of online orders increases over time, it will show that customers are using the new service and that the solution is achieving its intended purpose.

The SMART objectives support the KPI by providing clear targets for the business to achieve. The objective of gaining 100 online orders per month is specific and measurable because the bakery can track every order placed through the system. Increasing overall sales by 15% within twelve months is attainable and relevant because the main problem identified in the case study is declining sales. Reducing customer waiting times by 30% will improve customer satisfaction and encourage repeat purchases. Finally, gaining 200 delivery customers within twelve months will help expand the bakery's customer base beyond the retail park. Regular monthly reviews of these objectives will allow Basil to monitor progress and make any necessary improvements to the service.
[bookmark: _Hlk205981688]Task 6: Key Findings
- Basil's Bakery has experienced a decline in sales because customer footfall at the retail park has decreased since 2020.

- Changes in consumer behaviour, particularly remote working and reduced visits to the retail park, have contributed to lower customer numbers.

- Introducing an online delivery and pre-ordering system would allow the bakery to reach customers who no longer visit the physical store regularly.

- The PMI analysis identified the delivery and pre-ordering system as the most practical solution because it requires lower investment and carries less risk than opening a new location. - 

The proposed KPI and SMART objectives will enable Basil to monitor online orders, sales growth, customer satisfaction and the overall success of the new service.


[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a

PMI Evaluation Table

	Solution A: Opening a New Bakery Location

	Plus
	Minus
	Interesting

	Increases customer reach +5
	Higher startup coasts -5
	Could increase brand awareness across Coventry +4

	Attract customer each +4

	Additional rent and utility expenses -4
	Could support future business expansion +5

	Reduces dependence on the retail park +5

	Recruitment of new staff required -3
	Could act as a second collection point +3

	Potential for higher long-term revenue +5

	Greater financial rick -4
	May create partnership opportunities with local businesses +3

	
TOTAL: 19
	
TOTAL: -16
	
TOTAL: 15 


Therefore: Overall Total for Solution A = 18

	Solution B: Delivery and Pre-Ordering System

	Plus
	Minus
	Interesting

	Meets customer demand +5
	Initial website development costs -2
	Opportunity to collect customer data +4

	Increases convenience for customers +5

	Staff training required -2
	Potential to introduce loyalty schemes +4

	Reduces waiting times +4

	Ongoing maintenance costs 
-2 
	Could support future mobile app development +3

	Expands customer reach beyond the retail park +5

	Delivery management required -3
	Creates opportunities for repeat orders +5 

	TOTAL: 19

	TOTAL: -9
	TOTAL: 16


Therefore: Overall Total for Solution B = 26

[bookmark: _Hlk219478739]


Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining sales caused by reduced footfall and changing customer buying habits.  
Name the solution you are implementing: Online Pre-Ordering and Delivery system.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Select a suitable system

	Research and chose an online ordering and delivery platform.

	Week 1


	Basil 


	Platform selected 



	2
	Set up the system


	Create the website and configure online ordering.


	Week 2-3


	Website Developer


	System operational



	3
	Train staff and test


	Train staff and test the ordering process.


	Week 4


	Basil and Staff


	Staff trained and system tested



	4
	Launch the service


	Introduce the service and promote it to customers,


	Week 5-6


	Basil 


	
Service launched





· 

Appendix 3 – Task 5a

[bookmark: _Int_rQEjJzQ3]The Key Performance Indicator is: increase online orders and sales revenue 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online orders through the new delivery service.
	Achieve 100 online orders per month.
	Based on existing customer demand.
	Helps increase sales revenue.
	Within 6 months.

	Increase overall sales revenue.
	Increase sales by 15%.
	Achievable through online delivery.
	Addresses the decline in sales.
	Within 12 months.

	Improve customer convenience.
	Reduce waiting times by 30%.
	Pre-ordering simplifies collections.
	Improves customer satisfaction.
	Within 3 months.

	Expand the customer base 
	Gain 200 delivery customers
	Supported by local marketing.
	Reduces reliance on park footfall.
	Within 12 months.
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