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Task 1: Overview of Case Study: 
[bookmark: _Int_DhSo5KA7][bookmark: _Int_ZmslB1B0][bookmark: _Int_NoGb56Gs][bookmark: _Int_9hvBQdxZ]Basil’s Bakery is a small, independent Bakery specialising in only high quality, organic contemporary styled cakes, located in a shopping retail park in Coventry, UK. The business opened in 2015 and initially experienced consistent growth in their sales. However, sales fell significantly in 2020 following Covid-19 and, although they were assumed to recover after lockdown restrictions, sales have remained stagnant at an average of approximately 25% below the 2019 level. The root problem is therefore the bakery’s declining and stagnant sales, which is creating concern about the viability of Basil’s existing business model. This case study identifies several contributing issues: lower retail-park footfall, increased home working, redundancies among loyal customers, lack of delivery and pre-ordering services, increasing utility bills and unpredictable costs associated with organically grown stock. 
Task 2: Two Proposed Solutions
Solution A: Digital Ordering, Pre-ordering, and Local Delivery. 
[bookmark: _Int_ooYURuEA][bookmark: _Int_oVcKOF7s]Solution A would introduce a simple digital ordering system that allows customers to browse products, place pre-orders and request local delivery. The service should initially be limited to a manageable delivery radius and a focused product range. This directly responds to the case evidence that loyal customers have asked about delivery and that other customers have requested pre-ordering because of long waiting times. It also addresses the reduction in footfall caused by home working because customers would no longer need to travel to the retail park to buy bakery products. Digital ordering could also reduce pressure on Basil to answer the telephone during busy periods and provide information about demand before production. From a strategic perspective, the proposal changes the bakery from a model that depends heavily on physical footfall to one with an additional customer-access channel, potentially increasing sales. 
Solution B: Customer Loyalty, Local Promotion and Product Diversity.
[bookmark: _Int_3AASirMJ]Solution B would focus on keeping existing customers and increasing the frequency and value of purchases. Basil could introduce a loyalty card, targeted local promotions, lunch bundles, and seasonal products, supported by digital and social-media communication. The purpose would be to encourage repeat purchases and make the bakery more attractive to local residents and workers who still visit the retail park. This solution has a low implementation barrier because it does not require a major technology or delivery operation. However, its main limitation is that it does not remove the underlying dependence on customers physically visiting the retail park. It may therefore improve customer retention without fully resolving the accessibility problem created by lower footfall and increased home working.
Task 3a: PMI Evaluation for Solution A
PMI (Plus, Minus, and Interesting) is a decision-making and evaluation technique that encourages a balanced assessment of an idea by considering its advantages and disadvantages, and other potentially significant outcomes before reaching a decision. (The Open university, 2026) 
	Plus
	Minus
	Interesting

	Will increase potential customers / bakery footfall, increasing sales
Will promote brand awareness
Will support Basil’s operations during busy periods
Reduces pressure 
Improved customer satisfaction
	Basil will need to spend time managing social media platforms
Basil will need to introduce more modern technology to provide online services
Increased operational costs to provide new services  
Potential hire of more staff to support Basil / business operations
	Can increase brand awareness via social media and increase footfall significantly
Can provide customers with an insight of available products, promotions etc from the comfort of their own homes / workplace 
Basil could expand on his business if footfall increases, increasing sales



Task 3b: PMI Evaluation for Solution B
	Plus
	Minus
	Interesting

	Loyalty cards promote repeat purchases from loyal customers 

Low technology and logistic costs

Can strengthen relationships with local, loyal customers 

 Simple to introduce to the bakery and cost effective 
	Requires consistent marketing / promotion 

Sales stay dependent on physical retail-park visits 

Impact on sales may be gradual 

May require staff attention 
	[bookmark: _Int_xA2bewGD]Customer responses can support in identifying popular products 

Could later complement solution A 

[bookmark: _Int_c11nlolI]Adjustments can be made to promotional activities 

Can increase brand awareness 




Task 3c: Explain Results & Best Solution
[bookmark: _Int_5DANHMgL]Solution A Evaluation: Overall, Basil could increase his sales significantly by providing alternative buying methods to his customers and pouring into changing the viability of his business. This would include introducing a digital pre-ordering system and local delivery services, as well as building a social media presence to promote brand awareness and product availability. This method will increase customer awareness, interest, overall knowledge of the bakery, improved customer satisfaction, and an almost-guaranteed increase in sales as a result. 
[bookmark: _Int_pCm4Tm8l]Solution B Evaluation: Overall, Solution B is easier and cheaper to introduce, but it’s dependence on physical footfall through the retail park makes it a weaker response to the root problem. Instead, this solution only targets existing customers, rather than implementing operations that support the increase of footfall and potential sales. 
[bookmark: _Int_tzDyU0va][bookmark: _Int_qlDPPsuQ][bookmark: _Int_Qtkgvip4]Best Solution: Solution A is the preferred solution as it’s strongest advantage is that it directly responds to two stated customer requirements - delivery and pre-ordering. It also reaches customers whose working patterns have changed, making it more directly connected to the root problem. The main disadvantages are the need for technology, staff training, and delivery arrangements. However, this can be managed through a small pilot rather than a full-scale launch. Solution B is less costly and easier to introduce, but it leaves the bakery dependent on retail-park footfall and only considers existing customers instead of the root problem. The PMI result therefore supports Solution A because it provides the stronger strategic response to the root problem, not simply the easier short-term option.

Task 4: Risk Assessment for Solution A (Best Solution)
	What could cause risk? 
	Likelihood of risk occurring? 
	Impact of this risk? 
	Risk factor? 
	[bookmark: _Int_JZC5OjkY]What can be done to minimise impact? 

	Website ordering system crashes 
	4
	Inability to pre-order / deliver, this can cause frustration for customers and result in a loss of sales
	High – customers rely heavily on digital services so failure can affect sales significantly 
	Have a back up ordering method such as telephone orders, use reliable ordering software and regularly check/update systems. 

	Internet/online payment fraud
	3
	Customers could have their personal/payment exposed leading to loss of trust, complaints, and a bad reputation
	[bookmark: _Int_3aSxI2XL]Medium – online payments create additional security risks 
	Use a secure payment provider, set up passwords, and appropriate data protection / security measures 

	Delivery costs
	4
	Delivery could reduce Basil’s profits due to packaging, fuel, and staff costs. 
	High – costs could become expensive if customers place smaller orders and live further away 
	Start with a limited delivery radius, introduce a minimum order value or delivery charge and monitor profits from each order

	Customers do not use online services
	3
	Basil could spend money on these services without generating enough sales to cover the costs. Footfall and sales are already decreasing
	Medium – Although customers have asked for pre-order and delivery service there is no guarantee enough customers will use it 
	Run the service as a small trial/pilot using a limited product range and delivery area. Monitor number of orders, order value, and costs before expanding the service further 

	Unavailable ingredients / significant costs
	4
	Unable to fulfill pre-orders or make less profit due to vulnerability with crop failure and unpredictable costs
	Medium – crop failure, ingredient availability and costs associated are out of Basil’s control 
	Show limited product availability online, avoid accepting orders too far in advance, and monitor ingredient prices. Offer suitable alternatives if underpayment / certain products are unavailable.




Task 5: Implementation Plan for Solution A (Best Solution) 
[bookmark: _Int_AXZCFhaG]An implementation plan is a detailed document that outlines the specific steps, tasks, timelines, and resources your team needs to accomplish a shared goal (Asana, 2025) 

Problem: Digital Marketing
Solution: To introduce a simple digital ordering system, increase footfall, build a digital presence, improve brand awareness, and increase sales. 
	Stage/Action
	Description of Action
	[bookmark: _Int_eekTmu96]Time Frame 
	Responsibility

	Research suitable digital ordering systems
	Compare affordable website/order platforms that allows customers to view products, pre-order and pay securely
	Week 1 
	Basil

	[bookmark: _Int_mRDS4nxz]Decide the initial product range 
	Start with popular and reliable products, considering the unreliability of costs and ingredients 
	Week 1
	Basil 

	Set delivery area and pricing
	Start with a small local delivery radius and introduce a delivery charge or minimum order value so that orders do not reduce profits 
	Week 2 
	Basil 

	Set up online ordering system 
	Add product descriptions, prices, photographs, opening times, collection options, and delivery information. Include secure online payment
	Week 2-3 
	Basil and system provider 

	Establish an order or production process 
	Use pre orders to help plan produce for the day, set cut off times for pre orders and limit the number of orders accepted
	Week 3 
	Basil 

	Hire and train staff and test the system 
	Practice on receiving, preparing, and packaging, and completing orders online. Test payments and delivery arrangements before launch 
	Week 3-4
	Basil and staff 

	Launch a small pilot 
	Test with existing customers first, keep delivery area and product range limited, and promote through bakery, social media, and existing customers 
	Week 4-6 
	Basil and staff 

	Monitor performance 
	Record number of online sales, average order value, delivery costs, customer feedback, waiting times and any technical problems
	Week 5-8 
	Basil and staff 

	Review pilot and make improvements 
	Compare results with situation before implementation. If successful, gradually increase delivery radius, product range or number of delivery slots
	Week 8 
	Basil 

	Full implementation or adjustments 
	[bookmark: _Int_qoJRNGOy]If successful, the pilot will become successful and used as a permanent and additional sales channel. If not, reduce service or make relevant adjustments such as changing delivery charge
	Week 8 and onwards 
	Basil and staff 



Task 6: Justification of Implementation Plan for Solution A (Best Solution): 
[bookmark: _Int_KCjQVyYM][bookmark: _Int_TnSHGzmH][bookmark: _Int_9NM2Nqcx][bookmark: _Int_AcW4jKef]This implementation plan is justified because it directly addresses the challenges that Basil’s Bakery faces, including sales remaining around 25% below 2019 levels, a quieter shopping centre, increased home working and rising operating and ingredient costs. Introducing an online ordering and delivery service allows Basil to reach out to customers who no longer regularly visit the retail park, all while creating an additional source of sales. Starting with a limited product range and delivery area reduces financial risk, while pre-orders and order limits can help manage unpredictable ingredient costs, reduce waste, and improve waiting times. Training staff and testing the system will minimise operational problems, while the pilot allows Basil to measure sales, costs, and feedback from customers before fully committing. Reviewing results after 2 months (week 8) will enable Basil to expand the service is successful or make changes if it unprofitable. Therefore, this makes the plan a controlled and flexible response to the problems identified in this case study. 
Task 7a: Overall Key Performance Indicator for Solution A (Best Solution): 
· Increase online sales within 3 months of launching the digital ordering system.
KPIs and SMART objectives are used to establish clear targets and measure the progress and success of a business strategy (The Open University 2026)
Task 7b: SMART Objectives for Solution A (Best Solution): 
	SMART
	OBJECTIVES

	SPECIFIC
	Increase sales through the new digital ordering and delivery system.

	MEASURABLE
	Monitor sales, costs, feedback, digital and delivery systems, and processes.

	ACHIEVABLE 
	Start with existing customers, a limited product range and a small delivery area before expanding

	RELEVANT
	Addresses decrease in footfall, home working, and customer demand for delivery/pre-ordering services.

	TIME
	Within 3 months of launch, following week 4-6 pilot and week 5-8 monitoring period. 


Task 8: Justification for KPI and SMART Objectives for Solution A (Best Solution):
[bookmark: _Int_tKL7bQRu][bookmark: _Int_ArugItoQ][bookmark: _Int_vUoR77uB]The KPI and SMART Objectives are appropriate and justified because they provide Basil with a clear and practical way to measure whether the new digital ordering system is successful. Increasing his online sales within 3 months direct addresses declining footfall, increased home working, and existing customer demand for delivery and pre-ordering services. The objectives are achievable because Basil will begin with existing customers, a limited product range, and a small delivery area, all while monitoring sales, costs, customer feedback and the effectiveness of the ordering and delivery process. The 3-month period also allows enough time for completing the pilot, identifying any problems and make improvements before assessing the overall success of the solution. 
Task 9: Key Findings
· The main problem is stagnant sales which threaten the viability of Basil’s Bakery. 
· Basil is too dependent on customers physically visiting the retail park and is struggling due to reduce footfall and increased home working. 
· [bookmark: _Int_Qpmv98KC]Customers have already requested a delivery and pre-ordering service indicating an existing demand for solution A. 
· [bookmark: _Int_RGXiIZNq]Solution A is the best solution because it directly addresses the root cause of declining sales by providing customers with alternative ways to purchase. 
· Solution B is cheaper and easier to implement but relies heavily on physical footfall and therefore does not fully solve the underlying problem. 
· Digital ordering could improve Basil’s operations by reducing pressure during busy periods, managing orders better and having the ability to provide more product information. 
· Pre-ordering services could help control costs and food waste, particularly because organic ingredient prices and availability are unpredictable. 
· The main risks are manageable, a small pilot, delivery area and limited produce can help minimise those risks. 
· [bookmark: _Int_XfIaYejV]Success should be measured through online sales, customer feedback, costs, order values, and operational performance. 
· The overall KPI is to increase sales within 3 months of launch
Task 10: Conclusion
[bookmark: _Int_O9k8m9Sz][bookmark: _Int_HIVJQXTL][bookmark: _Int_PRbIPa0T][bookmark: _Int_ZR11IJ7F]Overall, the case study shows that Basil’s Bakery needs to reduce its reliance on physical retail park footfall because sales have remained approximately 25% below 2019 levels, while home working, customer demand, and rising, unpredictable costs continue to affect the business. Although Solution B would be cheaper and easier to implement, Solution A is the stronger choice because it directly responds to customer requests for delivery and pre-ordering services. Any risks associated with technology, delivery costs or customer uptake can be controlled through the implementation plan, limited pilot and regularly monitoring. Therefore, solution A is the most appropriate solution because it offers Basil the greatest opportunity to increase online sales and improving customer satisfaction/convenience and reduce dependence on footfall, supporting the long-term viability and growth of Basil’s Bakery. 
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