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[bookmark: _Toc237557970]Introduction and Overview of the Case Study
Basil’s Bakery is an independent artisan bakery located in a Coventry retail park. Since opening in 2015, the business experienced steady annual growth until the COVID-19 lockdown in 2020. Although restrictions were lifted, footfall never returned to pre-pandemic levels, and sales have remained about 25% below 2019 figures. Reduced retail park activity, shop closures, increased remote working, and customer layings-off have significantly weakened demand. Rising overheads and unstable organic ingredient costs further threaten profitability. Operational limitations- such as the absence of a delivery service and unpredictable pre-ordering have also contributed to customer dissatisfaction. Basil is concerned that the current business model may no longer be practical. According to （Bryson，2021）,COVID-19 disrupted the retail and hospitality industries. Non-essential retailers were forced to close. Essential retailers had to invest in expanding the capacity of their delivery services.

[bookmark: _Toc237557971]Proposed solutions
[bookmark: _Toc237557972]Solution 1: Online and Click-and-Collect System
Introducing a digital ordering platform would allow customers to pre-order products without depend on telephone availability. This system would reduce waiting times, improve customer satisfaction, and inspire repeat buying. It also supports customers who work from home but still wish to access Basil’s products. Click-and-collect requires a slight additional labour and allows Basil to remain focused on baking while expanding convenience. This solution directly addresses lost sales caused by long queues, missed phone calls, and reduced footfall. An innovative service that’s gained remarkable popularity for click and collect services. （Fanner，2026）. 

[bookmark: _Toc237557973]Solution 2: Expand Wholesale Supply to Local Businesses
A second option is to expand revenue by supply bakery products to nearby cafes, offices, schools and local businesses. Establishing business to business contracts would provide predicable daily or weekly orders, improve production preparation and reduce reliance on walk-in customers. This solution justifies a long-term wholesale agreement would strengthen cash flow and spread business risk across many customer groups.
Both solutions address declining sales, although solution 1 focuses on customer accessibilities while solutions 2 creates new market opportunities. According to （Uyar，2024）, the advantages of wholesale distribution can greatly enhance your business efficiency and profitability

[bookmark: _Toc237557974]Evaluation of Solutions – Grid Analysis
The Grid Analysis is provided in Appendix 1. Evaluation criteria included cost, ease of implementation, increased sales, customer convenience and long-term sustainability. The analysis indicates that Solution 1 scores the highest because it directly addresses the reasons customers are no longer purchasing from Basil’s Bakery. While Solution 2 offers income diversification, it requires more time to establish commercial relationships and may not significantly improve customer experience. Overall, Solution 1 provides the strongest balance of practicality, customer benefit and long-term strategic value. 
I gave each factor 1-5: Cost 2 – low cost but not top priority, increase sales 4 – strong revenue potential, customer convenience 5 – happy loyal customers drive growth, ease of implementation 3- important but less critical than sales/customers 
and long-term sustainability 4 – builds lasting success.

[bookmark: _Toc237557975]Preferred Solution
The preferred solution is introducing an online ordering, pre-order and delivery service. This recommendation directly responds to the major issues identified in the case study. Remote workers can continue purchasing products without travelling to the retail park, while existing customers can avoid queues through online pre-ordering. Online ordering also reduces Basil’s support on answering telephone calls during busy production periods. Although the solution requires initial investment, the expected increase in customer convenience, repeat business and sales balance the implementation costs, making it the most practical and sustainable option. 

[bookmark: _Toc237557976]Risk Analysis 
The Risk Analysis is presented in Appendix 2. Key risks include initial technology implementation costs, staff training requirements, delivery delays affecting customer satisfaction, lower-than-expected customer uptake and increased workload during peak trading periods. These risks can be reduced through staff training, phased implementation, selecting reliable software providers, restricting delivery areas initially and monitoring customer feedback throughout the rollout. Effective risk management will support a smooth transition and reduce operational disruption. Risk identification and management are important for maintaining business continuity （Davis，2025）.

[bookmark: _Toc237557977]Feasibility of the Selected Solution
The proposed solution is highly feasible because online ordering systems are reasonable and commonly used by small businesses. Basil already has many loyal customer base that has requested delivery and pre-order services, demonstrating clear demand. Implementation can happen gradually without disrupting existing operations, and delivery services can initially be outsourced to reduce staffing costs and risks. As sales increase, Basil may recruit dedicated delivery staff. Overall, the expected financial benefits outweigh the implementation costs, making the proposal commercially workable. 

[bookmark: _Toc237557978]Justification of the Implementation Plan
This 3-week plan follows simple change rules no step depends on unfinished work. Basil picks the platform (Square or Shopify) on 07 September 2026 every task needs a working system, he compares them on how well the show bakery items, price and key allergen details for things like nuts or gluten. In week 2 (14 September 2026) he uploads the full menu and sets order rules such as cut off times (17 September 2026) for fresh bread and collection alerts side by side to save time, with no rush to get either right. The pilot test runs last in week 3 (30 September 2026), as you can only trial the system once it is fully built.
All setup task go to Basil because he knows the bakery best and he list allergens correctly and set exact times that match when fresh bakes come out of the oven. Testing with loyal regulars is low risk, they will give honest, gentle feedback to fix small problems before opening to everyone, cutting the chance of tech problems losing customers or sales. The implementation plan is presented in Appendix 3.
[bookmark: _Toc237557979]KPI and SMART Objectives
KPI: Increase monthly sales revenue by 20% within six months of launching the online ordering system. 
This KPI is strong because it ties the bakery’s new on-line ordering system directly to its core goal, growing real, measurable revenue. A 20% monthly sales increase within 6 months is realistic and fair. Online pre-orders and local delivery reach new customers who cannot visit the shop, while small social media promotions can easily operate this extra demand without overloading the kitchen. The six-months timeline give enough time to fix launch problems, build loyal online customers and let word of mouth spread. It is also simple to track using monthly sales reports so there is no confusion about the project has confusion about whether the project has succeeded. Key performance indicators (KPIs) are quantifiable measures used to evaluate progress toward specific business objectives （Twin，2026）.

SMART Objectives
The Key Performance Indicator shown in appendix 4. Specific is strong because it clearly defines launching online ordering and delivery, so the whole bakery team knows exactly what the project is with no confusion. Measurable works well because a 20% monthly sales increase is simple to track using sales records, so success is clear, not just the opinion. Attainable is realistic digital post and small loyalty offers will easily attract extra local customer without overworking the bakery. Relevant aligns directly with core aims of higher revenue and better customer access, while the six-month time target creates urgent, realistic focus for deliver.
[bookmark: _Toc237557980]Monitoring and Evaluation
Sales reports should be reviewed monthly to compare revenue before and after implementation. Online orders, delivery volumes, repeat purchases and customer satisfaction ratings should also be monitored. Customer feedback surveys can identify operational improvements, while website analytics will measure visitor numbers and change rates. If sales targets are not achieved after six months, Basil should review pricing, marketing activities or delivery coverage. Continuous monitoring enables evidence-based decision-making and supports ongoing business improvement. A monitoring and evaluation strategic plan enables real-time course correction and accountability across organizational initiatives （Ince，2025）. 

[bookmark: _Toc237557981]Key Findings
· Sales decline is primarily caused by reduced footfall due to shop closures and increased remote working.
· Rising overheads and unpredictable organic ingredient costs increase financial pressure.
· Customers desire more convenient access through pre-ordering and delivery options.
· The grid analysis shows Solution 1 is the most feasible, cost-effective, and impactful option.
· Implementation Plan ensures a structured, low-risk rollout of the online ordering system. 
· KPI and SMART objectives provide clear metrics to evaluate acceptance and effectiveness.
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[bookmark: _Toc236999900][bookmark: _Toc237557985]Appendix 1 - The Grid Analysis
	Criteria:
	Cost
	Increase Sales
	Customer Convenience 
	Ease of Implementation
	Long-term Sustainability 
	Total

	Weights:
	2
	4
	5
	3
	4
	 

	Soluition1 - On line Ordering 
	2
	4
	3
	12
	3
	15
	3
	9
	2
	8
	48

	Soluition2 - expand whole sell supply to local business
	1
	2
	2
	8
	3
	15
	1
	3
	2
	8
	36
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[bookmark: _Toc237557986]Appendix 2 – Risk Analysis
	Risk
	Likelihood (1-5)
	Impact (1-5)
	L x I = Risk Factor
	What can you do to reduce this risk from happening
	If it happens, what can you do to minimise the impact

	Technology failure
	(3) Medium
	(5) High
	15
	Reliable software provider
	Switch to cash/manual orders.

	Low customer adoption
	(3) Medium
	(3) Medium
	9
	Run a marketing campaign 10% off first online order
	Use the poster to promote the app by the till

	
Staff training needs
	(1)              Low
	(3) Medium
	3
	Run a short training programme a week in advance
	Have a fully trained staff member on shift at all time to help others.

	Higher implementation costs
	(1)              Low
	(5) High
	5
	Phased implementation
	pause non-essential spending and use cheaper free tools for part of the system,



[bookmark: _Toc236999902][bookmark: _Toc237557987]Appendix 3 – Implementation Plan 
	#
	WHAT
	HOW
	WHEN
	WHO

	1
	Select platform
	Compare providers (Square, Shopify)
	07 September 2026
	Basil

	2
	Digitise menu
	Upload items, prices, allergens
	14 September 2026
	Basil

	3
	Workflow setup
	Define cut‑off times, notifications
	17 September 2026
	Basil

	4
	Pilot test
	Trial with loyal customers
	31 September 2026
	Basil + customers
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	S
	Specific
	Launch online ordering and delivery service to increase the customer order.

	M
	Measurable
	Achieve a 20% increase in monthly sales.

	A
	Attainable
	Promote the service via digital marketing to build a strong presence and keep customers returning with a loyalty programme. Reward regulars with redeemable points, exclusive discounts, and special perks so happy customers will help spread the word.

	
	
	
	

	R
	Relevant
	Supports improved customer accessibility and increased revenue
	

	T
	Time
	Achieve the objective within six months
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