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Task 1: Overview of Case-study
· Provide a brief overview of the case study. 
Basil's Bakery is a small independent artisan bakery located in a retail park in Coventry, UK. Established in 2015, it specialises in high-quality organic cakes, pastries and breads, serving shoppers, retail staff, office workers and warehouse employees.

· Identify and discuss the root problem impacting Basil’s Bakery.
The root problem is that Basil's Bakery's sales have remained 25% below 2019 levels since 2023, reducing profitability and threatening the long-term viability of the business despite customer demand partially recovering after lockdown restrictions.

· Critique the issues that are contributing to the root problem.
Fewer retail park visitors, shop closures, increased home working, no delivery service, limited pre-order availability, and rising operating costs have reduced customer numbers, limited convenience, and placed significant financial pressure on Basil's Bakery.
[bookmark: _Hlk205979492]
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Provide a name) Solution A Proposal

Solution A Proposal: Online Ordering and Delivery Service
An online ordering and delivery service would allow customers to purchase Basil's Bakery products through a website or mobile app for collection or home delivery. This solution addresses the decline in footfall by making products accessible to customers who work from home or no longer visit the retail park regularly. It would also improve convenience, increase sales opportunities, and help Basil reach a wider customer base beyond the local area. By offering flexible purchasing options, the bakery can attract new customers, retain existing ones, and improve revenue without relying solely on walk-in trade.   without relying solely on walk-in trade (Kotler and Keller, 2022).
Solution B Proposal: Digital Pre-Order and Click-and-Collect System
A digital pre-order and click-and-collect system would allow customers to order products online and collect them at a chosen time. This solution reduces waiting times during busy periods and removes the need for Basil to answer phone calls while baking. It improves customer convenience, encourages repeat purchases, and provides a more efficient ordering process. By offering a faster and more organised service, Basil's Bakery can improve customer satisfaction, retain existing customers, and increase daily sales without significantly changing its current business operations.
improve customer satisfaction (Slack and Brandon-Jones, 2022).

Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation in Appendix 1, Solution A: Online Ordering and Delivery Service is the most appropriate option for Basil's Bakery. The evaluation was based on four criteria: impact on sales, customer convenience, implementation cost, and long-term business growth. Greater weighting was given to impact on sales and customer convenience because the main problem is declining sales caused by reduced footfall and changing customer behaviour. Although the delivery service requires a higher initial investment than Solution B, it offers greater long-term benefits by attracting new customers, retaining existing customers, and expanding the bakery's market beyond the retail park. Therefore, Solution A provides the most effective and sustainable approach to improving sales and supporting the future viability of Basil's Bakery.
(Johnson, Scholes and Whittington, 2020).


Task 4b) Justifications for the Implementation Plan

The implementation plan is organised in a logical sequence to minimise disruption and ensure the delivery service is introduced successfully. Market research is completed first to understand customer demand before investing in new systems. The online ordering platform is then developed, followed by arranging a delivery partner and training staff to ensure they can operate the new service effectively. Testing the system before launch reduces the risk of technical or operational issues and helps provide a positive customer experience. Basil is responsible for overseeing the project and making key business decisions, while external developers and delivery partners provide specialist support. This structured approach ensures each task is completed at the appropriate time, allowing the bakery to introduce the service efficiently while maintaining normal day-to-day operations.


Task 5b) Justifications for the KPI and SMART Objectives

The selected Key Performance Indicator (KPI) is the monthly sales revenue generated through the online ordering and delivery service. This KPI is appropriate because the main problem facing Basil's Bakery is reduced sales caused by lower customer footfall. Monitoring monthly online sales will show whether the new service is attracting customers and improving business performance.
The SMART objectives support this KPI by providing clear and measurable targets. Increasing online sales by a set percentage within six months is specific and measurable, allowing Basil to monitor progress accurately. The target is achievable because customers have already requested a delivery service in the case study. It is relevant as it directly addresses the decline in sales and changing customer behaviour. Finally, setting a six-month deadline makes the objective time-bound, enabling Basil to review performance regularly and make improvements if the expected results are not achieved.
Task 7) Key Findings

-Basil's Bakery has experienced a 25% decline in sales since 2019 due to reduced retail park footfall, increased home working, and rising operating costs.
-Two solutions were evaluated, with an online ordering and delivery service identified as the most effective option.
-The PMI analysis showed that Solution A offers greater long-term benefits by increasing customer convenience and expanding the bakery's customer base.
-A structured implementation plan provides a clear process for introducing the delivery service while minimising disruption to daily operations.
-The proposed KPI and SMART objectives will enable Basil to monitor sales performance and evaluate the success of the new service over time.
[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Increases sales by reaching customers who work from home
	Requires an initial investment to create an online ordering system.
	Could attract customers from outside the local retail park

	improves customer convenience through home delivery.

	additional delivery and packaging costs may reduce profit margins.
	Customer ordering data can be used to improve future marketing.

	Helps retain loyal customers who requested a delivery service

	Basil may need extra staff or a delivery partner during busy periods.
	The service could increase the bakery's brand awareness online.

	Reduces reliance on declining retail park footfall.

	Deliveries may experience delays or operational issues
	May allow the bakery to expand further if demand continues to grow.

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 4



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +4


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Reduces customer waiting times during busy periods.
	Does not solve the problem of reduced retail park footfall
	Allows Basil to predict daily demand more accurately.

	Improves customer convenience by allowing advance orders

	Requires an online booking system and staff training.
	Could reduce food waste by preparing the correct quantities.

	Enables Basil to focus on baking instead of answering phone calls.

	Customers must still travel to the bakery to collect orders.
	May encourage repeat purchases through a smoother ordering process.

	Improves customer satisfaction and service efficiency.

	Benefits are limited compared to a full delivery service
	Can be expanded into a delivery service in the future.

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 4



Therefore: Overall Total for Name (for Solution B) = +3

The PMI (Plus, Minus, Interesting) technique was used to evaluate both proposed solutions by considering their advantages, disadvantages and potential opportunities (de Bono, 1992). Solution A, the Online Ordering and Delivery Service, achieved the highest overall evaluation because it directly addresses Basil's Bakery's main challenge of declining sales caused by reduced customer footfall. The main advantages include reaching customers who work from home, increasing convenience, attracting new customers and improving long-term sales. Although this solution requires higher initial costs and careful management of deliveries, the long-term benefits outweigh these disadvantages.
Solution B, the Digital Pre-Order and Click-and-Collect System, also provides several benefits, including reduced waiting times, improved customer satisfaction and a more efficient ordering process. However, it does not fully resolve the decline in footfall because customers must still travel to the bakery to collect their orders. While both solutions offer improvements, the PMI evaluation indicates that Solution A provides greater strategic value and better supports the long-term sustainability of Basil's Bakery



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining sales caused by reduced customer footfall and changing customer behaviour
Name the solution you are implementing: Online Ordering and Delivery Service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Market Research:


	
Research customer demand and choose the best online ordering and delivery platform

	Week 1


	
Basil

	

No

	2
	Develop Online System:


	
Create the online ordering website and partner with a delivery provider.

	
Weeks 2-3

	


	

No

	3
	Staff Training & Testing:


	
Train staff to manage online orders and test the ordering and delivery system before launch

	
Week 4

	
Basil & Staf

	

No

	4
	Launch & Monitor:

Lauch & Monitor:
	Launch the service, promote it on social media, and monitor customer feedback and sales performance.

	
Week 5

	
Basil

	





The implementation plan provides a structured approach for introducing the online ordering and delivery service at Basil's Bakery. The first stage focuses on market research to understand customer demand and identify the most suitable online platform. The second stage involves developing the online ordering system and selecting a reliable delivery partner to ensure efficient service. Once the system is ready, staff training and testing are completed to reduce operational errors and ensure employees are confident using the new process. The final stage is launching the service and monitoring customer feedback and sales performance to evaluate its success. Organising the tasks in this order reduces risk, ensures resources are used effectively, and allows any issues to be resolved before the official launch. This structured implementation process increases the likelihood of successfully introducing the new service while maintaining the bakery's daily operations (Johnson, Scholes and Whittington, 2020).
Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase monthly online sales by 20% through the new online ordering and delivery service.






	Track monthly online sales revenue and the number of online orders.





	The target is achievable because customers have already requested a delivery service.





	It directly addresses the decline in sales caused by reduced customer footfall.





	Achieve the target within 6 months of launching the service.









The Key Performance Indicator (KPI) selected for Basil's Bakery is monthly online sales revenue. This KPI is suitable because it directly measures the success of the proposed online ordering and delivery service and shows whether the solution is increasing sales. As the main issue facing the bakery is reduced sales caused by declining customer footfall, monitoring online sales revenue will provide clear evidence of whether the new service is improving business performance (Parmenter, 2020).
The SMART objective is to increase monthly online sales by 20% within six months of launching the online ordering and delivery service. This objective is specific because it focuses on online sales, measurable by tracking monthly revenue and orders, attainable because customers have already requested a delivery service, relevant as it addresses the bakery's declining sales, and time-bound with a six-month completion target. Using both the KPI and SMART objective will help Basil monitor progress, evaluate the success of the solution, and make informed business decisions to support long-term growth (Doran, 1981).
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