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Task 1: Overview of Case-study
Basil's Bakery is an independent artisan bakery located within a retail park in Coventry, UK. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic in 2020, when lockdown restrictions caused a significant decline in customer footfall and sales. Although trading conditions improved after restrictions were lifted, sales have remained approximately 25% below their 2019 level. The bakery now faces several interconnected challenges, including reduced retail park footfall, the growth of remote working, increasing operating costs and changing customer expectations for delivery and pre-order services. These factors have reduced Basil's competitiveness and threaten the long-term sustainability of the business, making strategic changes necessary to restore sales growth and profitability.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
To address the decline in sales and changing customer behaviour, two practical solutions are recommended for Basil's Bakery.
The first solution is to introduce an online ordering and local delivery service. Customers would be able to place orders through a website or mobile application for home delivery or collection at a convenient time. This would allow Basil to retain customers who now work from home or no longer visit the retail park regularly. Offering delivery through third-party platforms or a local courier service would reduce the need for Basil to leave the bakery while expanding the business's customer base beyond the immediate retail park. An online ordering system would also improve convenience, increase sales opportunities and strengthen customer loyalty.
The second solution is to implement a digital pre-order and click-and-collect system. Customers could order products online before arriving at the bakery and collect them without waiting in long queues. This would improve customer satisfaction during busy periods, reduce waiting times and allow Basil to plan production more accurately according to customer demand. Better production planning would also help minimise food waste and improve stock management, reducing unnecessary costs. Furthermore, the system would free staff from answering telephone orders, allowing them to focus on baking and customer service. Together, these improvements would enhance operational efficiency while meeting customers' expectations for a faster and more convenient purchasing experience

Task 3b) Evaluation Results and Justifications
Based on the PMI analysis, the preferred solution is to introduce an online ordering and local delivery service. Although this option requires greater initial investment than a pre-order system, its long-term benefits are significantly greater. The service directly addresses one of Basil's main challenges: the loss of customers due to remote working and reduced footfall within the retail park. By allowing customers to order from home or their workplace, the bakery can recover lost sales while attracting new customers from the surrounding area.
Furthermore, online ordering supports changing consumer behaviour, as many customers now expect businesses to offer convenient digital purchasing options. While a click-and-collect system improves efficiency, it still relies on customers travelling to the bakery. In contrast, a delivery service expands Basil's market and creates opportunities for future business growth. Therefore, online ordering and delivery represent the most effective and sustainable solution for improving sales performance and ensuring the long-term success of Basil's Bakery.

Task 4b) Justifications for the Implementation Plan
The implementation plan has been designed to ensure that the online ordering and delivery service is introduced in a logical and manageable sequence. Market research is the first activity because understanding customer demand and delivery expectations will help Basil choose the most suitable service. The development of the online ordering system follows, as this provides the digital platform needed before the service can be launched. Staff training is scheduled before implementation to ensure employees understand how to process online orders, manage deliveries and provide effective customer service.
Marketing activities are introduced immediately before the launch to raise customer awareness and encourage early adoption of the new service. Basil will have overall responsibility for coordinating the project, while external web developers and delivery partners will provide specialist expertise. Finally, customer feedback and sales performance will be monitored after implementation to identify any operational issues and make continuous improvements. This structured approach reduces the risk of disruption to daily operations and increases the likelihood of a successful and sustainable implementation.
Task 5b) Justifications for the KPI and SMART Objectives
· [bookmark: _Hlk205981688]The selected KPI and SMART objectives will provide Basil with measurable evidence of whether the online ordering and delivery service is improving business performance. Monthly sales revenue from online orders will be monitored and compared against previous sales figures to determine whether the solution is successfully recovering lost income. If online sales fail to meet the target, Basil can investigate possible reasons, such as insufficient promotion, delivery issues or customer resistance.
· Customer satisfaction data will also be collected through online reviews and feedback surveys. This will help identify whether customers value the new service and highlight areas requiring improvement. Monitoring the reduction in missed telephone orders will demonstrate whether the system is improving operational efficiency and allowing staff to focus on production and customer service.
· Regular reviews, such as monthly performance checks and a six-month evaluation, will allow Basil to make informed decisions about future investment. If the objectives are achieved, the service can be expanded; however, if results are below expectations, adjustments can be made to pricing, marketing activities or delivery arrangements. Therefore, these measurements ensure that the solution remains aligned with the bakery’s long-term objectives and financial sustainability.
· 



Task 6) Key Findings
· Basil’s Bakery has experienced a significant decline in sales since 2020, with current sales remaining approximately 25% below 2019 levels.
· Reduced retail park footfall, increased remote working and the closure of neighbouring businesses have negatively affected customer numbers.
· Rising operational costs, including rent, utilities, insurance and unpredictable organic ingredient prices, have increased financial pressure.
· Customers increasingly expect convenient purchasing options, including delivery and online ordering services.
· Two potential solutions were evaluated using the PMI technique: an online ordering and delivery service, and a digital pre-order click-and-collect system.
· The preferred solution is an online ordering and local delivery service because it provides greater opportunities to recover lost customers, increase sales and improve long-term business sustainability.
· The implementation of clear KPIs and SMART objectives will allow Basil to monitor performance and make informed improvements.











Reference List 
Federation of Small Businesses (2024) Small business challenges and economic outlook. Available at: https://www.fsb.org.uk (Accessed: 7 July 2026).
Kotler, P. and Armstrong, G. (2021) Principles of Marketing. 18th edn. Harlow: Pearson.
Office for National Statistics (2024) Homeworking and hybrid working in the UK. Available at: https://www.ons.gov.uk (Accessed: 7 July 2026).
Porter, M.E. (1985) Competitive Advantage: Creating and Sustaining Superior Performance. New York: Free Press.
Scarborough, N.M. and Cornwall, J.R. (2023) Essentials of Entrepreneurship and Small Business Management. 10th edn. Harlow: Pearson.
UK Government (2024) Business support and guidance for small businesses. Available at: https://www.gov.uk/business (Accessed: 7 July 2026).
Westbrook, R.A. (1987) ‘Product/consumption-based affective responses and postpurchase processes’, Journal of Marketing Research, 24(3), pp. 258–270.




















Appendices




Appendix 1 – Task 3a

PMI Evaluation Table

	Online Ordering and Local Delivery Service

	Plus
	Minus
	Interesting

	Increases convenience for customers working from home or unable to visit the retail park. +2
	Requires investment in an online system and delivery arrangements.
-1
	Can attract new customers outside the retail park.
+1

	Expands the customer base and creates additional sales opportunities.
+3
	Delivery costs may reduce profit margins.
-2
	Provides customer data to improve product planning and marketing.
+1

	Improves customer loyalty through digital services.
+2

	Requires additional time and management.
-2
	

	

	
	

	
TOTAL: +7
	
TOTAL: -5
	
TOTAL: +2



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







	Digital Pre-order and Click-and-Collect System

	Plus
	Minus
	Interesting

	Reduces waiting times and improves customer satisfaction. 
+5
	Does not increase customer reach because customers still need to visit the bakery.
-4
	Provides information about customer preferences.
+1

	Helps Basil manage production and reduce waste.
+3
	Requires investment in technology and staff training.
-3
	Could be developed into a future delivery service.
+1

	
	
	

	

	
	

	
TOTAL: +8
	
TOTAL: -7
	
TOTAL: +2



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




Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving  : Basil’s Bakery is experiencing declining sales due to reduced retail park footfall, increased remote working, closure of nearby businesses and changing customer expectations. Many loyal customers are no longer visiting the bakery regularly, resulting in sales remaining approximately 25% below 2019 levels.
Name the solution you are implementing: Online Ordering and Local Delivery Service – introducing a digital ordering platform that allows customers to purchase bakery products online and receive delivery to their home or workplace. This solution aims to recover lost customers, increase sales opportunities and improve the long-term sustainability of the bakery.













	
	Task
	WHAT

	WHEN

	WHO

	Done

	
	
1

	Conduct market research to understand customer demand, delivery preferences and suitable ordering platforms.
	

1 month
	
Business owner

	



	
	
2

	Develop and set up the online ordering system, including product listings, payment options and delivery arrangements
	
2-3 months

	
Basil with web developer and delivery partner
	



	
	3


	Train staff to manage online orders, prepare delivery products and handle customer enquiries efficiently.
	
Month 4

	
Basil and bakery team

	



	
	4


	Launch the delivery service, promote it social media and customer feedback.


	

Month 5 
	
Basil and bakery team

	





























 Appendix 3 – Task 5a

The Key Performance Indicator is: Increase monthly sales revenue from online orders and local delivery.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Introduce an online ordering and local delivery service to attract customers who no longer visit the retail park regularly.





	
Achieve online and delivery sales equal to 10% of total monthly sales within six months.


	
Promote the new service through social media, local advertising and existing customers.



	
The objective addresses declining footfall and helps increase sales by reaching more customers.





	
Achieve the target within 6 months of launching the online ordering and delivery service.
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