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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Basil’s Bakery is a small bakery located in a shopping mall in Coventry. Before the COVID-19 lockdown in 2020, the business was successful because it had manly loyal customers and benefited from the high number of people visiting nearby shops. Since the pandemic, many surrounding businesses have closed, reducing customer footfall and causing sales to fall. The main problem affecting Basil’s Bakery is the loss of regular customers and fewer people visiting the shopping center. These issued have reduced the bakery’s income, making it harder to cover costs and grow the business.  Basil now needs to attract new customers and adapt to the changing market. 

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A – Improve Marketing and Social Media Presence
Basil’s Bakery should increase its marketing by using social media platforms such as Instagram and Facebook to promote its products and special offers. The bakery could also introduce a loyalty card, discounts for regular customers and seasonal promotions to encourage more visits. Advertising online is a low-cost way to reach new customers who may not know about the bakery. This solution would help increase customer awareness, attract new visitors, and encourage existing customers to visit more often. 
As a result, sales could increase, helping the business recover from the loss of customers after the COVID-19 pandemic.


Solution B: Introduce Online Ordering and Local Delivery
Basil’s Bakery could offer online ordering through its own website or apps such as Just Eat or Uber Eats. Customers could order fresh bread, cakes, and pastries for collection or home delivery. This would allow the bakery to reach customers who no longer visit the shopping mall. It would also make buying products more convenient for busy people. Although there would be some costs to set up the service, it could increase sales and attract a wider range of customers. This solution would reduce the bakery’s dependence on footfall and create new opportunities for business growth.




Task 3b) Evaluation Results and Justifications

Solution B, introducing online ordering and local delivery, is the most appropriate strategy for Basil’s Bakery to progress with, scoring a total of 11 in the PMI evaluation compared with 10 for Solution A. The main criterion used to evaluate the solutions was their potential to increase sales and respond to customers needs. This criterion was given the greatest importance because Basil’s sales have remained approximately 25% below 2019 levels since 2023, making declining sales the key problem facing the business. Solution B was preferred because customers have already asked Basil about delivery services and pre-ordering. Online ordering could reduce waiting times, make ordering more convenient and allow customers who work from home or no longer work in the retail park to continue purchasing from the bakery. Local delivery could also help Basil reach customers beyond the retail park. Although there are costs and additional staff responsibilities, the potential to increase sales and retain existing customers makes Solution B the strongest option.

Task 4b) Justifications for the Implementation Plan

The implementation plan has been organised in a logical order to ensure that Basil’s Bakery can introduce online ordering successfully. The first step is to hire a web developer to design the website, as the ordering system needs to be established before customers can use it. Next, Basil will add photographs, prices and descriptions of the bakery’s products so customers have the information required to place orders. The ordering system should then be tested to identify and resolve any technical problems before launch. Once the website is ready, Basil can promote it through social media and introductory promotions to attract customers. Finally, online ordering and local delivery can begin in October 2026. Basil is responsible for managing the products and promotions because he understands his products and customers, while the web developer provides the technical expertise. Delivery staff will support the final stage by ensuring orders are delivered to customers. This schedule allows each stage to be completed before the next begins.

Task 5b) Justifications for the KPI and SMART Objectives
The Key Performance Indicator (KPI) selected is the number of online orders received per month. This KPI is appropriate because it directly measures whether customers are using Basil’s Bakery’s new online ordering service. An increase in online orders would indicate that the service is attracting customers and providing a convenient alternative to visiting the bakery in person. It can also be compared over time to identify whether the service is becoming more successful. The SMART objective is to conduct an online questionnaire containing 5 to 7 questions and obtain at least 50 completed responses within the first 4 weeks of launching the service. This objective is specific because it clearly identifies the method of collecting customer feedback. It is attainable because an online questionnaire is inexpensive and can be shared with existing customers. It is relevant because customer feedback will help Basil understand whether customers are aware of, satisfied with and using the new service. Finally, it is time-bound because responses must be collected within 4 weeks. Together, the KPI and SMART objective provide Basil with measurable evidence of whether the new service is successful and whether improvements are needed. 

Task 6) Key Findings

[bookmark: _Hlk208302504]Sales have remained approximately 25% below 2019 levels, indicating that the bakery needs to adapt its current business model.
Reduced retail-park footfall and changes in customers’ working patterns have affected the bakery’s traditional customer base.
Customers have expressed an interest in pre-ordering and delivery, indicating demand for a more convenient way to purchase products.
Online ordering and local delivery (Solution B) received the highest PMI evaluation score of 11, making it the preferred solution.
The success of the solution can be monitored through KPIs and customer feedback, allowing Basil to identify whether online ordering is increasing and whether customers are satisfied with the service.
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Appendix 1 – Task 3a
PMI Evaluation Table

	Improve Marketing and Social Media Presence

	Plus
	Minus
	Interesting

	Increases brand awareness and attracts new customers (+5)
	Cost money to create advertisements and boosted posts. (-3)
	Could collaborate with local influencers and food bloggers to reach more people. (+1)

	Helps promote new products, seasonal specials and special offers quickly. (+4)
	Requires staff time to create and manage social media content. (-5)
	Customer engagement can provide ideas for new products and services. (+1)

	Encourages repeat customers through regular updates and promotions. (+4)
	Negative online reviews or comments can affect the bakery’s reputation if not managed well. (-2)
	Social media analytics can show which products and promotions are most popular. (+1)

	Can increase online orders and foot traffic, leading to higher sales. (+5)
	Results may take time to appear and are not guaranteed. (-2)
	Successful marketing may allow the bakery to expand into new markets or offer delivery service.

	
TOTAL: +18
	
TOTAL: -12
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Overall Total for Improve marketing and Social Media Presence (for Solution A) = 10
	Introduce Online Ordering and Local Delivery

	Plus
	Minus
	Interesting

	Customers can order from home easily. (+5)
	Setting up the website will cost money. (-4)
	The bakery could reach customers outside the local area. (+2)

	It could increase sales and attract new customers. (+5)

	Delivery will increase business costs. (-3)
	Basil could offer online-only discount. (+1)

	Customers can choose delivery or collection. (+4)

	Staff will need training to manage online orders. (-3)
	Customer feedback could be collected online. (+1)

	It saves customers time and makes ordering more convenient. (+4)

	There could be problems with late or incorrect deliveries. (-2)
	The bakery could see which products are most popular online. (+1)

	[bookmark: _Hlk219478739]
TOTAL: +18
	
TOTAL: -12
	
TOTAL: +5



Therefore: Overall Total for Introduce Online Ordering and Local Delivery (for Solution B) = 11


Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Decrease in Sales
Name the solution you are implementing: ONLINE ORDERING
	
	WHAT

	HOW
	WHEN

	WHO


	1
	
Designing a website

	
Hire a web developer to create a user-friendly website with an online ordering function. Job will be advertised in papers on Tuesday 28/07/2026 and on social media.
	
Late July – Early August 2026
	
Web developer


	2
	
Add products to the website & hire delivery staff


	
Basil adds photographs, prices and descriptions of his artisan cakes, pastries, and breads. He must also hire delivery staff, as he is needed onsite to bake and cannot leave the kitchen.
	
Early September 2026

	
Basil


	3
	
Test online ordering system
	
Test orders, payment/collection options and make sure orders are received correctly. Ensuring the system alerts Basil to new orders reliably without disrupting his busy baking workflow.
	
Mid-September 2026
	
Basil and web developer

	4
	
Promote website/Attract customers 

	
The website will be advertised through social media and introduce an opening promotion for first-time orders. Launch a promotional campaign targeting loyal customers who work from home or were recently made redundant.
	
Late September 2026

	
Basil


	
5
	
Start online ordering and delivery


	
Launch the service. Customers place orders online and choose collection or local delivery. Basil and delivery staff prepare and deliver orders. 

	
October 2026


	
Basil and Delivery staff




Source: Adapted from Asana (2026) 



Appendix 3 – Task 5a

The Key Performance Indicator is: Customer Satisfaction Score for Online Ordering
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Conduct an online questionnaire with Basil’s Bakery customers to find out their awareness and opinions of the new online ordering and local delivery service.













	
The questionnaire will contain 5 to 7 concise questions and aim to receive at least 30 to 50 completed responses.





	
Yes. An online questionnaire is relatively simple and inexpensive to create and can be shared with Basil’s existing customers.





	
The questionnaire will help Basil understand whether customers are aware of the new service, whether they find it convenient, and whether they are satisfied with the ordering and delivery options.
	
The questionnaire will run for the first 4 weeks post-launch to allow customers time to experience the new service.




2
