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Task 1: Overview of Case-study
Basil’s Bakery is an independent artisan bakery based in a Coventry retail park. Since 2020, the business has seen sales fall by around 25% compared to 2019. The main issue is a drop in footfall, linked to changes in the retail park and shifts in customer behaviour (ONS, 2023). Several shops have closed, hybrid working has reduced weekday demand (Deloitte, 2022), and Basil’s overheads have increased. At the same time, customers who no longer visit the retail park have asked for delivery or pre‑ordering options, which Basil cannot currently provide. These combined pressures threaten the bakery’s long‑term sustainability (Kotler, 2021).

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
This solution involves introducing an online pre‑ordering system that allows customers to reserve items for collection. Many customers now expect digital convenience when buying food, even from small businesses (McKinsey, 2023). A simple ordering platform would reduce waiting times, help Basil manage busy periods, and make it easier for hybrid workers or former retail‑park employees to continue buying from him. Because the system handles orders automatically, Basil can stay focused on baking while offering a more modern service. This solution directly tackles the accessibility issue and helps recover sales from loyal customers who still want their products but cannot visit daily (Kotler, 2021).
Local delivery partnership  Solution B Proposal
This solution would allow Basil to offer delivery without leaving the bakery by partnering with a courier or third‑party delivery service. Delivery partnerships have become a common way for small food businesses to reach customers who no longer visit in person (Grant, 2020). This approach would help Basil reach remote workers, former retail‑park staff, and nearby residents. It also opens opportunities to expand beyond the retail park, reducing reliance on walk‑in trade. By offering delivery, Basil could meet customer requests and potentially grow into new markets (Mintzberg, 2019). 
Task 3b) Evaluation Results and Justifications
After evaluating both options using the PMI technique, Solution A emerges as the most suitable choice. It offers a strong balance of affordability, practicality, and customer benefit. The criteria used—cost, feasibility, customer accessibility, and long‑term sustainability—were chosen because they directly affect Basil’s ability to stabilise sales (Kotler, 2021). Cost and feasibility were weighted heavily due to rising overheads and Basil’s limited staffing. Solution A scored highest because it is simple to implement, requires little ongoing expense, and directly addresses customer frustrations with waiting times and unreliable phone pre‑orders. In contrast, Solution B involves ongoing delivery fees, more coordination, and greater operational risk (Grant, 2020). For these reasons, Solution A provides the most realistic and sustainable way to increase accessibility and recover lost sales.
Task 4b) Justifications for the Implementation Plan
The plan is structured to ensure a smooth and manageable transition to digital ordering. Research and provider selection come first because choosing the right platform is essential for long‑term success (Davenport, 2020). System setup and testing are scheduled early so any technical issues can be fixed before customers start using the service. Training is placed before launch to ensure Basil can manage orders confidently without interrupting baking duties (Mintzberg, 2019). A soft launch allows Basil to gather feedback and make improvements before promoting the system widely. Marketing is scheduled last to avoid advertising a service that is not fully ready (Kotler, 2021). Responsibilities are assigned logically: Basil handles product information and testing, while external support manages technical setup. This order reduces risk and ensures a controlled rollout

Task 5b) Justifications for the KPI and SMART Objectives
The KPI and SMART objectives create a clear framework for monitoring how effective the digital ordering system is. Tracking weekly pre‑order volume shows whether customers are adopting the new system and whether it is helping to recover lost sales (Davenport, 2020). Monitoring waiting times will reveal whether the system reduces congestion during busy periods, improving customer satisfaction (McKinsey, 2023). Returning customer usage indicates whether customers find the system convenient enough to use repeatedly, which is essential for long‑term sustainability (Grant, 2020). Social media engagement helps Basil understand how well the service is being promoted and whether customers are aware of it (Kotler, 2021). If targets are not met, Basil can adjust marketing, improve system usability, or expand collection time slots. Together, these metrics provide a balanced view of operational efficiency, customer satisfaction, and financial impact.
Task 7) Key Findings
· [bookmark: _Hlk208302504]Declining footfall — The retail park has become quieter due to shop closures and reduced visitor numbers, directly lowering Basil’s daily sales.


· Hybrid working impact — Office and warehouse staff now work from home more often, reducing lunchtime demand.


· Rising overhead costs — Increased utilities, rent, and organic ingredient costs are putting pressure on profitability.


· Customer expectations — Customers now expect convenient digital services such as pre‑ordering and delivery.


· Best solution — The Digital Ordering & Click‑and‑Collect system is the most practical and cost‑effective way to increase accessibility and recover lost sales.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Delivery service  ( Solution A)

	Plus
	Minus
	Interesting

	Attracts more customers +5 
	Delivery cost -4
	Could partner with Deliveroo  +4 

	Increases sales +5 

	Need extra staff -3
	Reaches new areas +4

	
Improves customer convinces +4 
	More time managing -3
	Free delivery  offers +3 

	
Builds customers loyalty +4
	Fuel and packaging costs -2
	Can grow the business +5

	
TOTAL: 18 
	
TOTAL: 	-12
	
TOTAL: 16 



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 


	Online pre-order system { for Solution B}

	Plus
	Minus
	Interesting

	Reduces waiting times +5
	Website setup cost -3
	Orders 24/7 5

	
Improves customer satisfaction +5 
	Staff training needed -2
	Collects customers data 4

	
Better order management +4
	Some customers prefer phone-2
	Online payments 4

	Increases repeat business +4

	System maintenance -2
	Easier promotions 5

	
TOTAL: + 18
	
TOTAL: -9
	
TOTAL: 18



Therefore: Overall Total for Name (for Solution B) = 

The PMI analysis suggests that both solutions could improve Basil’s Bakery, but introducing an online pre-order system is the stronger option. It reduces waiting times, improves customer satisfaction, and allows Basil to manage orders more efficiently during busy periods. Customers can place orders in advance, making collection quicker and reducing the number of missed sales. Although there is a cost to creating and maintaining an online ordering system, the long-term benefits are
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Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	
 
Research & feasibility check 
	
Research & select a low cost easy to use pre order platform confirm delivery feasibility/ radius & partner option 

	
31/08/2026 – 27/09/2026

	

Basil + external small business IT advisor
	



	2
	

Set up and training 
	
Set up product listings, ordering workflows, and delivery terms; train staff on new order processes & capacity limits

	
03/08/2026 – 30/08/2026

	

Basil + bakery team
	



	3
	Supply &cost optimisation

	Source 2–3 alternative organic suppliers to diversify supply and stabilise ingredient costs; review overhead contracts for savings

	14/09/2026 – 11/10/2026


	
Basil

	



	4
	

Launch, promotion& monitoring 

	
Launch promotion of new services via in-store signage, local social media, and retail park noticeboards; monitor uptake & adjust operations

	

12/10/2026 – 08/11/2026
	
Basil + bakery team

	






Appendix 3 – Task 5a

The Key Performance Indicator is: Increase monthly sales revenue by 20% compared to the July 2026 baseline, driven by the new pre-order and local delivery services, by 31 December 2026.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	


Targets sales growth specifically from the new pre-order and local delivery services, focusing on organic bakery products that align with Basil’s core offering and address customer demand for convenience



	




Tracked via monthly sales reports, counting completed pre-orders and delivery transactions; percentage growth is calculated against the July 2026 baseline sales figure.
	




Builds on existing customer requests for these services; uses low-cost promotion and operations; the 20% target is realistic given current sales are 25% below pre-2029 levels, with room to recover demand.
	



Directly addresses the business’s core challenges of falling footfall, stagnant revenue, and unmet customer needs, supporting long-term viability without compromising product quality

	




Progress reviewed monthly; the full 20% growth target is set to be achieved by 31 December 2026, six weeks after the launch phase concludes.










