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Task 1: Overview of Case-study
Basil’s Bakery is a small business located in a retail park in Coventry and opened in 2015. The bakery specializes in premium organic breads, pastries and cakes. Basil’s Bakery experienced consistent growth until the COVID-19 pandemic in 2020. Even though, sales recovered after lockdown restrictions were lifted,” they never returned to the levels pre- 2020 “. In fact, “the sales figure has stagnated at an average of 25% below the 2019 figures.”
The fundamental problems are; falling footfall due to shop closure, unoccupied units, reduced customer visits from home working staff, loyal customers made redundant; unsatisfied demand for delivery and per-ordering; rising overheads including rent, utilities and rates and unstable biological ingredient costs. The current business model Is no longer workable, requiring targeted adjustments.
 
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions

 Solution A: Introducing an online ordering and delivery system
This solution is suitable for customers to order bakery products online for home or workplace delivery. It would allow Basil to reconnect with customers who now work from home or no longer visit the retail park regularly. Delivery would enlarge the bakery’s consumer base beyond the local area, increase sales and reduce footfall dependance.
While this option grants considerable opportunities for growth, it requires investment in delivery logistics, additional staff or delivery partners and higher operating budget.   


Solution B: Launching an online pre-order service
[bookmark: _Hlk205980222]An online pre-order system will allow customers to place orders   from their locations through a website or mobile platform. They could select collection times which will reduce queues and eliminate the need for Basil to answer phone calls while baking. This service meets consumer requests, could improve customer satisfaction, increase work efficiency and require significantly less investment than a delivery service. It is therefore a practical and cost-effective solution for a small independent bakery.

Task 3b) Evaluation Results and Justifications 
A PMI (Plus, Minus, Interesting) evaluation was performed to compare the two proposed solutions. The online ordering and delivery service provides the greatest opportunity to increase sales and attract new customers. However, it requires considerable financial investment, ongoing delivery costs and additional staffing. These factors increase financial risk for a small business already experiencing rising overheads. 
The online pre-order system offers several advantages: it is inexpensive to implement, improves customer convenience, reduces waiting times and allows Basil to continue baking without interruptions from telephone enquiries. Although it does not directly solve the issue of customers who no longer visit the retail park, it significantly improves customer experience and operational efficiency. Following the evaluation, the online pre-order system was chosen because it gives the best balance between cost, practicality and business benefit.


Task 4b) Justifications for the Implementation Plan
The implementation plan follows a logical sequence to minimise disruption and reduce implementation risks. The first activity involves researching suitable online ordering platforms to identify a reliable and affordable system that meets the bakery's requirements. Once selected, the system can be configured with products, prices and collection times.
Testing before launching ensures that customers can successfully place orders and payments can be processed correctly. Staff training ensures that everyone understands how to manage online orders efficiently.
Marketing activities begin only after the system is fully operational, preventing customer confusion and ensuring a positive first experience. Finally, regular monitoring enables Basil to identify problems, review customer feedback and make continuous improvements. The phased implementation reduces business risk while allowing the bakery to adapt gradually to the new system.

Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The chosen Key Performance Indicator (KPI) is the number of online pre-orders received each week. This KPI directly measures whether customers are adopting the new ordering system. If the number of weekly online orders increases, Basil can conclude that the solution is improving customer convenience and encouraging additional sales.
The SMART objective is to achieve 50 online pre-order per week within six months of implementation. This objective is specific, measurable, achievable, relevant and time bound. It provides a clear performance target that Basil can monitor regularly. If the objective is achieved, it demonstrates that the implementation has been successful. If performance falls below target, Basil can review marketing activities, improve the ordering process or introduce promotional offers to encourage greater customer engagement. 
[bookmark: _Hlk208302504]


Task 6) Key findings

· Basil's Bakery has experienced a sustained 25% reduction in sales since 2019. Reduced customer footfall, remote office work and retail closures are the primary external causes.
· Customers have often requested pre ordering and delivery systems which are currently unavailable due to operating limitations.
· Escalating expenses and unstable organic ingredient costs further diminish earnings.
· Two potential solutions were identified: an online delivery service and an online pre-order system; evaluation concluded that the online pre-order system is the most practical and cost-effective solution.
· The implementation plan provides a structured approach to introducing the new system with minimal disruption. 
· The selected KPI and SMART objectives enable Basil to monitor customer engagement, evaluate business performance and measure the success of the solution. 
· Successful implementation should improve customer satisfaction, operational efficiency and future sales growth maintaining core organic values.
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Appendix 1 – Task 3a

PMI Evaluation Table
 
	Online ordering and delivery system


	Plus
	Minus
	Interesting

	 Further expansion
	High implementation costs
	Could expand beyond local area

	Reaches new customers

	Delivery expenses
	Builds consumer data for future marketing

	Potential business progress

	Requires additional staff
	

	

	Needs basic admin time
	

	

	Collaborates with more partners
 
	




[bookmark: _Hlk210816971] Therefore: Solution A is expensive for Basil’s Bakery that is already struggling with operating costs, and it requires good professional network. 


	Online pre-order service

	Plus
	Minus
	Interesting

	Low cost
	Staff training demand
	Improve inventory management

	Reduces queues


	Does not solve reduced footfall completely


	Could later be expand into full online ordering

	Improves efficiency

	

	

	Easier to manage
Improve customer convenience
	


	

	

	

	




Therefore: Solution B is the best one for Basil’s Bakery because it is low cost, fast to launch and will quickly boost the sales. 
 



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving Solution for Basil’s bakery sales decline 
Name the solution you are implementing: Online pre-order service
	
	WHAT
	HOW

	WHEN

	WHO

	Done

	1
	


	By purchasing and configurating an online software


	Weeks 1 and 2  
From 3rd August to 16th August 


	Basil if able to / IT provider


	Done



	2
	


	By testing online ordering and training the staff


	Week 3
 From 17th August to 23rd August



	Basil / IT provider      


	



	3
	


	By launching and advertising the service, going live and promoting the system


	Week 4
From 24th August to 30th August


	Basil / Appointed staff member(s)


	



	4
	


	By monitoring the KPI review, making changes as required  


	Monthly


	Basil


	






 
· 

Appendix 3 – Task 5a

The Key Performance Indicator is the number of online pre-orders received each week. It is used to track how successfully the bakery’s customers integrating the new system and whether it is increasing sales and raising user satisfaction.

  

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase customer use of the online pre-order system.
Generate 15% of total monthly revenue from pre-orders immediately addressing the 25% sales by winning back custom from home workers and minimising queue related lost sales.






	
Success can be measured by tracking weekly online pre-order numbers which allows Basil to compare target figures and clearly see progress over time. 
	
The target is achievable because it can be realised through simple marketing methods like social media promotion, in-store advertising and word-of-mouth. 



	
This standard directly aligns with Basil’s core business need: support sales potential without compromising his artisan and organic brand identity. It reflects precisely the service customers requested and directly addresses the root causes of revenue decline: footfall and incapacity to order conveniently.
  





	
Achieve the 15% of revenue target within six months of official launch and maintain or exceed this level for two consecutive months to confirm stability.
Review progress monthly ensuring there is a clear deadline to evaluate success and make improvements if needed.
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