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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a small independent artisan bakery located in a retail park in Coventry, UK. Since opening in 2015, the bakery gained a strong reputation for its organic baked goods and convenient location, leading to steady growth in sales. However, after the COVID-19 pandemic, the business has struggled to recover, with sales remaining around 25% lower than they were in 2019. The main challenge is a fall in customer demand due to fewer people visiting the retail park. Other factors include the closure of nearby stores, increased remote working, job losses among customers, higher operating expenses, and the lack of an online ordering and delivery system. These combined issues have reduced income and created concerns about the bakery’s future growth and profitability (Kotler and Armstrong, 2021).
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Proposed Solution A – Online Ordering and Local Delivery
One effective solution is to introduce an online ordering system together with a local delivery service. Customers would be able to order products through the bakery’s website or a mobile-friendly platform and choose either home delivery or click-and-collect. This would help the business reach customers who work from home or no longer visit the retail park regularly. It would also improve customer convenience, increase accessibility and create new opportunities for sales. Although the bakery would need to invest in digital technology and delivery arrangements at the beginning, the service could attract more customers, increase revenue and support the long-term success of the business (Kotler and Armstrong, 2021; Porter, 1985).

Solution B: Digital Loyalty Programme and Pre-order System
The second proposal is to introduce a digital loyalty programme combined with an improved pre-order system. Customers could earn reward points for purchases while reserving products online before collection. This solution would reduce waiting times, improve customer satisfaction and encourage repeat purchases. Furthermore, advance orders would help Basil forecast demand more accurately, reducing food waste and improving stock management. However, this solution mainly benefits existing customers and has limited ability to attract new customers outside the retail park. Therefore, although operational efficiency would improve, the overall impact on declining sales is likely to be smaller than Solution A (Kotler and Armstrong, 2021).
Task 3b) Evaluation Results and Justifications
Following the PMI evaluation in Appendix 1, Solution A: Online Ordering and Local Delivery Service is the preferred option because it achieved the highest overall score. The PMI technique is an effective decision-making tool that evaluates the positive, negative and interesting aspects of alternative solutions before implementation (Proctor, 2014). The evaluation criteria included customer reach, financial impact, implementation cost and long-term sustainability. Customer reach received the highest weighting because Basil's principal challenge is declining footfall rather than poor product quality. Financial impact was also highly weighted due to increasing operating expenses and the need to improve revenue. Although Solution A requires greater investment than Solution B, it provides significant long-term benefits by expanding the customer base beyond the retail park. Consequently, the solution is expected to increase sales, improve competitiveness and strengthen the long-term viability of Basil's Bakery (Porter, 1985).
Task 4b) Justifications for the Implementation Plan
The implementation plan follows a logical sequence of planning, development, testing and launch. Assigning clear responsibilities and realistic timescales reduces implementation risks and improves project success. According to the Institute of Leadership & Management (2013), effective implementation requires clear scheduling, allocation of responsibilities and regular evaluation to ensure objectives are achieved. Therefore, Basil is responsible for managing bakery operations, while technical specialists support website development and delivery integration.

Task 5b) Justifications for the KPI and SMART Objectives
The selected Key Performance Indicator (KPI) is monthly sales revenue, as it directly measures whether the online ordering and delivery service improves Basil's financial performance. Since declining sales are the business's primary problem, monitoring monthly revenue provides clear evidence of whether the proposed solution is effective. In addition, customer satisfaction and the number of online orders will be monitored to evaluate service quality and customer engagement.
The SMART objectives were developed using the framework proposed by Doran (1981). The first objective is to launch the online ordering and delivery service within three months. This objective is specific and time-bound because it establishes a clear deadline for implementation. The second objective aims to increase monthly sales revenue by 15% within twelve months. This objective is measurable and directly linked to business growth. The third objective is to achieve at least 200 online customer orders within six months, demonstrating customer acceptance of the new service. Finally, the business aims to achieve a customer satisfaction rate of at least 90% within six months. These objectives are achievable because Basil already has an established reputation and a loyal customer base. Together, the KPI and SMART objectives provide a practical framework for measuring performance and supporting continuous business improvement (Doran, 1981).

Task 6) Key Findings
· [bookmark: _Hlk208302504]Basil's Bakery has experienced a significant decline in sales due to reduced retail park footfall following the COVID-19 pandemic. 
· Increased home working, retail closures and rising operating costs have negatively affected business profitability. 
· Customer feedback indicates strong demand for online ordering, delivery and improved pre-order services. 
· The PMI evaluation identified the Online Ordering and Local Delivery Service as the most effective solution because it expands customer reach and creates new revenue opportunities (Proctor, 2014). 
· A structured implementation plan, supported by SMART objectives and measurable KPIs, will help Basil monitor progress and improve long-term business sustainability.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Solution A: Online Ordering and Local Delivery Service

	Plus
	Minus
	Interesting

	Reaches customers beyond the retail park.
	Requires initial investment in a website and delivery system.
	Creates opportunities to expand into neighbouring areas.

	Increases sales and revenue.

	Staff may require training to manage online orders.
	Customer data can be used for future marketing campaigns.

	Responds directly to customer demand for delivery.

	Delivery logistics may increase operating costs.
	Strengthens the bakery's competitive advantage.

	Reduces dependence on declining footfall.

	Implementation may take several weeks.
	Supports long-term business growth.

	
TOTAL: 4
	
TOTAL: -4
	
TOTAL: 4



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution A: Online Ordering and Local Delivery Service = +4


	Solution B: Digital Loyalty Programme and Pre-order System

	Plus
	Minus
	Interesting

	Encourages repeat purchases.
	Does not significantly attract new customers.
	Customer data supports personalised marketing.

	Reduces waiting times during busy periods.
	Requires investment in digital software.
	Improves demand forecasting.

	Improves customer satisfaction.

	Has limited impact on declining footfall.
	Can reduce food waste.

	Strengthens customer loyalty.

	Revenue growth may be slower than Solution A.
	Builds stronger customer relationships.

	
TOTAL: 4
	
TOTAL: -4
	
TOTAL: 2



Therefore: Overall Total for Solution B: Digital Loyalty Programme and Pre-order System = +2
Reference: Proctor, T. (2014) Creative Problem Solving for Managers: Developing Skills for Decision Making and Innovation. 4th edn. London: Routledge.



Appendix 2 – Task 4a
Implementation Plan
Problem being solved:
Declining sales caused by reduced customer footfall.
Solution being implemented:
Online Ordering and Local Delivery Service.

	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	1

	Conduct customer research and identify suitable online ordering software.

	Week 1
	Basil
	☐


	2
	2

	Develop the online ordering platform and establish a local delivery partnership.

	Week 2-4

		

	Basil and IT Developer



	





	☐

	3
	3
	Test the website, online ordering process and delivery service with selected customers.

	Week 5
	Basil

	☐

	4
	4


	Officially launch the service and promote it through social media and local advertising.


	Week 6


	Basil


	☐






Reference: Institute of Leadership & Management (2013) Super Series: Solving Problems and Making Decisions. 5th edn. London: Routledge.


Appendix 3 – Task 5a

The Key Performance Indicator (KPI) is:
Monthly sales revenue (£) generated from online ordering and delivery services.
This KPI will measure whether the new online ordering and delivery service improves Basil’s financial performance. Additional measures, including the number of online orders and customer satisfaction levels, can also be monitored to evaluate customer engagement and service quality.
The SMART objective is:
To increase monthly sales revenue by 15% within 12 months through the introduction of an online ordering and local delivery service.


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Launch an online ordering and delivery service to increase customer access.


	
Increase monthly sales revenue by 15% and monitor online sales performance.



	
Achieve growth by using Basil’s existing loyal customer base and local marketing strategies to attract online customers.
	
Addresses declining sales and reduced customer footfall by creating an additional sales channel.
	
Achieve the objective within 12 months.



Reference: Doran, G.T. (1981) ‘There's a S.M.A.R.T. way to write management's goals and objectives’, Management Review, 70(11), pp. 35–36.
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