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Introduction 
Basil's Bakery is an independent bakery located in a retail park in Coventry. Since opening in 2015, the business experienced steady growth and increasing sales. However, following the COVID-19 pandemic, sales never returned to their previous levels and have remained approximately 25% lower than in 2019. The main reason appears to be a reduction in customer footfall within the retail park. Many shops have closed and some workers have either been made redundant or now work from home part of the week. At the same time, Basil faces rising business costs and changing customer expectations. Therefore, changes are needed if the bakery is to remain competitive and profitable. In addition, many office workers now work from home for part of the week, reducing the number of customers visiting the bakery on a daily basis (ONS, 2024).


Proposed Solutions
Solution 1: Introduce an Online Ordering and Delivery Service
One solution would be for Basil to introduce an online ordering and delivery service. Several customers have already expressed interest in having products delivered to their homes or workplaces. This is particularly important because many former customers now work from home and no longer visit the retail park regularly.
An online delivery service would allow Basil to reach customers who cannot physically come to the bakery. It would also help attract new customers from other areas of Coventry. According to Statista (2024), the online food delivery market in the UK has grown significantly since the pandemic, showing that consumers increasingly value convenience. 
Solution 2: Introduce a Digital Pre-Order and Click-and-Collect System
A second solution would be to introduce a digital pre-order system where customers can order online and collect their items at a chosen time.
Many customers have already complained about long waiting times during busy periods. A pre-order system would reduce queues and create a smoother experience for customers. It would also help Basil manage demand more effectively because he would have a clearer idea of how much stock is required each day. Furthermore, this solution would be relatively inexpensive compared with establishing a full delivery service.
Evaluation Using PMI Technique 
The PMI technique examines the Positive, Minus and Interesting aspects of each solution.
Solution 1 – Online Ordering and Delivery
Plus
· Reaches customers who work from home.
· Attracts new customers outside the retail park.
· Creates an additional source of income.
· Increases convenience for customers.
Minus
· Additional costs for delivery and technology.
· More administration and order management.
· Potential delivery issues affecting customer satisfaction.
Interesting
· Possibility of partnering with Deliveroo or Uber Eats.
· Customer data could be gathered to improve marketing.
· Future opportunity to expand the business further.
Solution 2 – Digital Pre-Order and Collection
Plus
· Lower cost to implement.
· Reduces queues and waiting times.
· Improves customer satisfaction.
· Easier to manage than delivery.
Minus
· Customers still need to travel to the bakery.
· Does not solve the issue of reduced footfall.
· Growth opportunities are limited.
Interesting
· Allows Basil to forecast demand more accurately.
· Could be combined with loyalty rewards in the future.
· Helps identify popular products.
Both options provide benefits. However, the delivery service addresses the biggest issue facing the business, which is declining customer numbers, whereas click-and-collect mainly improves efficiency for existing customers.

Preferred Solution 
After evaluating both solutions, I believe that introducing an online ordering and delivery service would be the best option.
The reason for this is that Basil's biggest problem is not simply waiting times but the fact that he has fewer customers than before. Many people who previously visited the bakery now work from home or no longer work in the retail park. Therefore, even if waiting times are reduced, this alone may not significantly increase sales.
A delivery service directly addresses this problem because customers can purchase products regardless of their location. It would allow Basil to reconnect with former customers while also attracting completely new customers. Although implementation costs would be higher, the potential increase in sales and customer reach makes it a more effective long-term solution. Therefore, the benefits outweigh the risks and costs involved. In my opinion, this solution is also supported by wider changes in consumer behaviour, as online ordering and convenience have become increasingly important since the pandemic (Statista, 2024).












Implementation Plan 
The chosen solution should be implemented gradually to reduce risks and ensure it operates effectively.

	Activity 
	Responsibility
	Timescale

	Conduct customer survey regarding delivery demand

	Basil
	Week 1

	Research delivery platforms and costs

	Basil
	Week 1

	Select delivery partner

	Basil
	Week 2

	Create online ordering system

	Website Developer
	Week 2-4

	Upload product information and prices

	Basil

	Week 4

	Test ordering system

	Basil

	Week 5

	Staff Training
	Basil

	Week 5

	Marketing campaign launch

	Basil

	Week 6

	Official service launch

	Basil

	Week 7

	Monitor sales performance

	Basil

	Ongoing



The implementation begins with research because Basil needs to understand customer demand before investing money. Following this, a suitable delivery partner and ordering system can be selected. Testing must occur before launch to minimise errors and ensure a positive customer experience. Marketing activities should then be used to promote awareness of the new service before the official launch.
Justification of the Implementation Plan 
The order of activities has been carefully chosen to reduce the chances of failure. Firstly, customer research is necessary because it provides evidence that customers genuinely want the service. Without this information, Basil may spend money on a service that is not widely used.
The next stages focus on selecting technology and delivery partners because these are the foundation of the entire project. Once this has been completed, testing can identify any issues before customers begin using the system.
Marketing is placed towards the end because it would be pointless to advertise a service that is not yet ready. A seven-week implementation period is realistic for a small business because Basil does not have a large team supporting him. Finally, ongoing monitoring is essential because it allows improvements to be made if initial outcomes do not meet expectations.
KPI and SMART Objectives 
Key Performance Indicator (KPI)
The selected KPI is:
Monthly Sales Revenue
This KPI directly measures whether the delivery service is helping to increase sales and improve business performance.
SMART Objectives
Objective 1
Increase monthly sales revenue by 15% within six months of launching the delivery service.
Objective 2
Achieve a minimum of 100 online orders per month within three months.
Objective 3
Achieve a customer satisfaction score of 90% or above within six months through customer feedback surveys.
Objective 4
Increase repeat customer purchases by 10% within six months.
These objectives are SMART because they are:
· Specific – they focus on revenue, online orders, customer satisfaction and repeat business.
· Measurable – all objectives can be tracked using sales data and customer feedback.
· Achievable – the targets are realistic for a small bakery.
· Relevant – they directly support business growth and customer retention.
· Time-Bound – each objective includes a clear deadline.
Together, these objectives will help Basil determine whether the delivery service is making a positive contribution to the business.

Monitoring and Evaluation 
The KPI and SMART objectives will be used regularly to evaluate whether the new delivery service is successful.
Monthly sales revenue should be monitored every month and compared with previous months. If revenue begins to increase steadily, this will indicate that the new service is attracting customers and generating additional income. If sales remain unchanged, Basil may need to review pricing, marketing or delivery arrangements.
The number of online orders should also be analysed. This metric will show whether customers are actually using the service. If orders are lower than expected, promotional activities may need to be increased.
Customer satisfaction surveys should be used to identify any problems with product quality, delivery times or the online ordering process. High satisfaction levels are important because satisfied customers are more likely to return and recommend the bakery to others.
Finally, repeat purchase rates will indicate whether the business is building customer loyalty. Monitoring these measures consistently will enable Basil to make informed decisions and adapt the service when necessary, improving the likelihood of long-term success.


 Key Findings 
· Sales have remained approximately 25% below 2019 levels.
· Reduced retail park footfall has contributed significantly to the decline in sales.
· Remote and hybrid working patterns have reduced daily customer numbers.
· Rising overhead costs have increased financial pressure on the business.
· Customers have shown interest in delivery and online ordering services.
· Two solutions were evaluated: delivery services and click-and-collect systems.
· PMI analysis showed delivery services offer greater long-term benefits.
· A structured implementation plan was developed for introducing delivery services.
· Monthly sales revenue was selected as the most effective KPI.
· SMART objectives will help measure success and support continuous improvement.
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