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Task 1: Overview of Case-study

Basil’s Bakery is a small independent business in Coventry that sells freshly baked organic cakes, pastries and breads. Basil, the owner, is an experienced artisan baker who focuses on high‑quality ingredients and modern bakery products. Before the COVID‑19 pandemic, the bakery attracted a wide range of customers, including shoppers from the retail park, retail employees, office workers and warehouse staff from the nearby industrial area. However, since 2020, customer footfall has fallen sharply due to shop closures, redundancies and the increase in remote working. As a result, sales remain 25% below 2019 levels. The root problem is stagnating sales caused by fewer visitors, long waiting times and limited digital services, which threaten the bakery’s long‑term sustainability.








[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution 1: Digital Marketing Strategy
The proposed solution is a Digital Marketing Strategy designed to increase Basil’s Bakery’s visibility and attract more customers. This solution involves creating and maintaining active social media accounts on platforms such as Facebook and Instagram, where the bakery can post product photos, daily offers, customer reviews and short promotional messages. Digital marketing is important because it helps businesses communicate value and build relationships with customers (Kotler and Armstrong, 2020). Social media platforms also support customer engagement and online visibility, which are essential for small businesses (Chaffey and Ellis‑Chadwick, 2019). By improving its online presence, the bakery can reach remote‑working customers, remind existing customers about its products and attract new visitors. This solution directly supports the root problem of stagnating sales, as increased visibility and engagement can lead to higher footfall and more frequent purchases.

Solution 2 – Online Ordering & Pre‑Order System
The second proposed solution is an Online Ordering and Pre‑Order System, which allows customers to place orders in advance and collect them at a chosen time. This system improves convenience, reduces waiting times and supports customers who work from home. Digital systems can enhance operational efficiency and help businesses respond better to customer needs (Slack, Brandon‑Jones and Johnston, 2022). By introducing online ordering, Basil’s Bakery can manage production more effectively, avoid peak‑hour congestion and encourage repeat purchases. Online ordering also supports customer satisfaction and service improvement, which are essential for small businesses facing reduced footfall (Kotler and Armstrong, 2020). This solution directly supports the root problem of stagnating sales, as improved convenience and faster service can attract more customers, increase daily transactions and strengthen the bakery’s competitive position.





Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation presented in Appendix 1, Solution 2 – Online Ordering and Pre‑Order System is the most appropriate option for Basil’s Bakery. Solution 2 achieved a total score of +16, which is higher than Solution 1’s score of +12. The positive scores for Solution 2 in the PMI table show strong advantages: for example, reducing waiting times received a high score of +6, because long queues are one of the main reasons customers avoid the bakery during peak hours. The score of +4 for low implementation cost reflects that the system is affordable for a small business, while +3 for customer loyalty shows a moderate but important benefit, as convenient services encourage repeat purchases. Additional positive scores, such as +2 for improved efficiency and +3 for better production planning, demonstrate that the solution supports daily operations and reduces pressure on staff.
The negative scores for Solution 2 are smaller, which strengthens its overall result. For example, −3 for staff training indicates a manageable disadvantage, as employees need time to learn the system. The −1 for platform setup shows a minor challenge, since choosing and installing a simple ordering tool is not complex. These lower negative values mean that the disadvantages are limited and do not significantly affect the bakery’s ability to implement the solution.
The criteria used cost, feasibility, customer convenience and operational impact were selected because they directly influence the bakery’s ability to recover from stagnating sales (Hill and Westbrook, 1997). Cost and feasibility were prioritised, as small independent businesses must choose realistic and affordable solutions (Slack, Brandon‑Jones and Johnston, 2022). Solution 2 scored strongly across these criteria, with higher positive values and fewer negative impacts. This shows that the online ordering and pre‑order system provide immediate, practical and measurable benefits. Therefore, Solution 2 is the most justified and effective option for Basil’s Bakery.


Task 4b) Justifications for the Implementation Plan

The Implementation Plan helps clarify the steps Basil will need to follow to introduce the online ordering and pre‑order system in an organised, realistic and efficient way. Each stage is scheduled in a logical order to avoid delays, confusion and operational risks. First, Basil will need to select an appropriate online ordering platform. This step will happen before any other activity because the bakery will require a functional and secure system in place before uploading products or training staff. Basil will also consult or hire an IT specialist to support the setup and ensure the platform works correctly. This task will be scheduled for early September to allow enough time for testing and adjustments.
The second step will involve uploading the menu and product details. Basil and his team will add product names, prices, descriptions and photos so customers will have clear information before using the service. Completing this step immediately after choosing the platform will ensure continuity and prevent delays.
Next, Basil will organise staff training. Employees will need to understand how to check online orders, confirm payments and prepare items for collection before the system becomes available to customers. Training will help reduce mistakes, improve accuracy and prepare the team for operational changes.
The final step will be promoting the new service. Basil will begin promotion only after the system is fully ready, using posters, social‑media posts and small introductory offers to attract customers. Assigning responsibilities to Basil and his team will ensure accountability and reflect the bakery’s small‑business structure, where the owner will continue to play a central role in decision‑making and coordination.
This structured approach follows recommended planning principles for small businesses (Slack, Brandon‑Jones and Johnston, 2022).




Task 5b) Justifications for the KPI and SMART Objectives

[bookmark: _Hlk208302504]The Key Performance Indicator chosen is: increase the number of weekly online orders, because it directly measures whether the new pre‑order system is being used and whether it helps Basil’s Bakery recover lost sales. This KPI is strongly linked to the main problem of stagnating sales caused by reduced footfall and long waiting times. If online orders increase, it will show that customers find the new system convenient and that the solution is effective.
Each SMART objective supports this KPI clearly. The Specific objective focuses on increasing online orders through the new system, ensuring that Basil targets one clear and tangible outcome rather than several changes at once. The Measurable element is justified because the platform’s analytics will provide weekly data, allowing Basil to track progress accurately. The inclusion of a 25% increase gives a precise target that defines success and avoids vague goals. The Attainable objective is realistic for a small bakery with regular customers and limited resources, meaning the target can be achieved without overloading staff or finances. The Relevant objective is justified because higher online orders will improve sales, reduce waiting times and attract busy customers, directly supporting the bakery’s recovery strategy. Finally, the Time‑Bound objective sets a clear deadline of three months (by 15 December 2026), which provides motivation and focus for Basil and his team to monitor progress and adjust if needed.
Together, these SMART objectives create a structured and measurable way to evaluate the success of the new online ordering system and ensure continuous improvement (Doran, 1981).


Task 7) Key Findings

• Basil’s Bakery’s main problem is stagnating sales, caused by reduced footfall, long waiting times and limited customer convenience. 
• The PMI evaluation showed that Solution 2 – Online Ordering and Pre‑Order System is stronger, scoring +16 compared to +13 for Solution 1, demonstrating clearer benefits and fewer disadvantages. 
• The chosen criteria (cost, feasibility, customer convenience and operational impact) were appropriate for evaluating realistic small‑business solutions and helped identify the most practical option. 
• The Implementation Plan shows that Solution 2 will be affordable, achievable and easy to introduce, with clear responsibilities for Mr Basil, his staff and the IT specialist. 
• The SMART KPI (25% increase in online orders within three months) provides a clear, measurable and realistic way to track the success of the new system and evaluate whether the solution improves sales and customer convenience.
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Appendix 1 – Task 3a
PMI Evaluation Table

	Solution 1: Digital Marketing Strategy


	Plus
	Minus
	Interesting

	Low cost (+4)
	Requires consistent posting (−3)
	Can attract new customers
(+3)

	Increases online visibility (+6)
	Results not immediate (−5)
	Can improve brand image (+4)

	Low cost to implement (+4)

	Needs digital skills (−4)
	Supports promotions (-1)

	Improves customer convenience (+3)
	
	Can increase engagement (+1)

	
TOTAL: +17
	
TOTAL: -12
	
TOTAL: +7



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution 1 = +12


	Solution 2:  Online Ordering & Pre‑Order System


	Plus
	Minus
	Interesting

	Reduces waiting times (+6)
	Requires basic staff training 
(-3)
	Could attract new customers
(+3)

	Easy to manage (+3)

	Needs platform setup (-1)
	Encourages repeat purchases (+1)

	Low cost to implement (+4)

	Limited technical skills (-4)
	Increase efficiency (-1)

	Builds customer loyalty (+3)
	
	Improve production planning (+3)

	
TOTAL: +18
	
TOTAL: -8
	
TOTAL: +6



Therefore: Overall Total for Solution 2 = +16
Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Stagnating sales and reduced customer engagement at Basil’s Bakery.
Name the solution you are implementing: Solution 2 - Online Ordering and Pre‑Order System.

	
	WHAT

	HOW
	WHEN

	WHO


	1
	Select an online ordering platform
	Research and compare 2–3 low‑cost systems suitable for small bakeries (e.g., Square, Wix, or local IT service). Hire or consult an IT specialist to help with setup and data security.
	Week 1
01.09.2026 – 07.09.2026
	Mr Basil and IT assistant


	2
	Upload menu and product details

	Add product names, prices, descriptions, and collection times. Include photos of popular items to attract customers. Test the menu display on mobile and desktop.
	Week 2
08.09.2026 – 14.09.2026


	Mr Basil and bakery staff

	3
	Train staff to use the system

	Organise short sessions showing how to check online orders, confirm payments, and prepare items for collection. Create a simple guide for daily use.
	Week 3
15.09.2026 – 21.09.2026

	Mr Basil and all employees


	4
	Promote the new service

	Launch social‑media posts, posters, and flyers. Offer a small discount for first online orders to encourage participation.
	Week 4–5
22.09.2026 – 30.09.2026


	Mr Basil, marketing assistant and cashier






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: Increase the number of online orders at Basil’s Bakery by 25% within three months after launching the new system.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Focus on increasing online orders through the new pre‑order system.





	
Track the number of online orders weekly using the platform’s analytics. The goal is a 25% increase in total online orders within three months.
	
A 25% increase is realistic for a small bakery with regular customers and limited resources.

	
Supports the goal of improving sales and customer convenience by reducing waiting times and attracting busy customers.
	
Achieve the target within three 
months by (15.12. 2026).
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