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[bookmark: _Toc599721256][bookmark: _Hlk205982484]
Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Basil’s Bakery is a small business based in Coventry that has built a loyal customer base and achieved strong sales growth from 2015 to 2019. However, COVID-19 caused a drop in sales, and the business has not recovered from it. The main problem affecting the bakery is a decrease in customer demand, which has threatened the longevity of the business. Several factors are causing this such as lower footfall in the retail park, shops closing, increased hybrid workers, and the loss of local workers who were regular customers. Also, Basil has been unable to fulfil the customers' needs, such as pre-order and delivery services, whilst the ingredients and utilities costs rising has caused more pressure on the business. 

This report will explore the possible solutions for the problems faced by Basil’s Bakery.



















[bookmark: _Hlk205982497][bookmark: _Toc441866407]Two Proposed Solutions
[bookmark: _Toc787933875]Solution 1 - Implementing Online Ordering:
A proposed solution is to introduce an online ordering system with delivery and click-and-collect. This would allow customers to see products, pre-order items, and secure collection slots in advance. It could be managed through a simple website or third-party platform to reduce pressure on Basil. Online ordering systems can improve customer convenience by allowing customers to purchase products through additional channels (Chaffey and Ellis-Chadwick, 2022).
This solution addresses falling demand caused by reduced footfall and changing customer habits, such as hybrid working. By making it easier for customers to buy without visiting in person, Basil can retain existing customers and attract new ones. It also reduces queue times, improving customer experience, and increasing sales consistency.


Solution 2 - Relocation Of Store:
A proposed solution is to relocate Basil’s Bakery to a busier, high-footfall area, such as a town centre or near transport hubs. This would involve moving the business to a location with stronger daily pedestrian traffic and a more stable customer base. A suitable location can improve visibility, accessibility, and the ability to attract passing customers (Levy, Weitz and Grewal, 2023).
This solution addresses the root problem of declining sales caused by reduced activity in the retail park. With fewer shop closures and less reliance on office workers, the bakery would benefit from more consistent passing trade. However, relocation may not fully resolve the change in customer behaviour caused by hybrid working, as customers may still prefer the convenience of ordering remotely.



[bookmark: _Toc1019390563]Evaluation Results and Justifications
Based on the PMI evaluation (See Appendix 1), Implementing Online Ordering is the stronger solution as it has achieved a score of +14, compared to +5 for Relocation of store. The criteria used in the evaluations looked at how well each solution could increase sales, manage costs, improve customer convenience, and maintain long-term success for the business. These were chosen as they relate directly to the issues Basil’s Bakery is dealing with, including loss of customers due to less footfall and more hybrid workers.
The criteria that have the biggest effect on improving sales and customer retention were given the highest scores as it is considered as the most important as increasing sales is Basil’s main target. Factors that would provide benefits long term were given lower scores due to them not having much impact on the bakery’s current challenges.
Overall, implementing online ordering is the stronger solution because it tackles the issues highlighted in the bakery. It allows customers to order using click and collect or via delivery, making it easier for hybrid workers or regulars who no longer visit the retail park to still buy from the bakery. This improves convenience whilst avoiding disruption that relocating the business would have caused.









[bookmark: _Toc1679481372]Justifications for the Implementation Plan
The implementation plan (See Appendix 2) has been planned to make sure each stage is completed before moving onto the next stage. Research is completed first, so Basil can see different online ordering platforms and pick the one that best suits the bakery's needs. Once this has been decided, the website can be built with the correct products and payment options. Testing then takes place before launching to identify and fix any issues, helping to make sure customers have a good experience when placing orders. 
This follows good implementation practice, as testing reduces the risk of problems once a new system goes live (Laudon and Traver, 2022). Basil is responsible for choosing the system and launching it because he understands the business and its customers, while the website developer is responsible for the technical setup and testing. Marketing is left until the end, so customers are only introduced to the service once it is fully working, helping to create a positive first impression (Kotler and Armstrong, 2021).













[bookmark: _Toc1881276688]Justifications for the KPI and SMART Objectives
The Key Performance Indicators (KPIs) (See Appendix 3) have been chosen to measure whether the new online ordering and delivery system is achieving its targets. Measuring online sales will allow Basil to monitor whether the new service is increasing sales and helping to recover sales that have been lost due to lower footfall at the retail park. Measuring the number of repeat online customers will show whether customers are satisfied with the service and continue to purchase from the bakery. Repeat customers are important because they contribute to long-term business growth and customer loyalty (Kotler and Keller, 2022).
The SMART objectives have been developed to give Basil clear and measurable targets for monitoring the success of the new system. The measurable objectives provide specific figures that can be compared against monthly sales reports and online order records. The attainable objectives are realistic because the case study shows that existing customers have already requested an online ordering and delivery service. The objectives are also relevant because they directly address the problems of declining footfall and changing customer behaviour. Finally, the three-month timeframe gives Basil enough time to monitor performance and make improvements if the targets are not achieved. Setting SMART objectives helps businesses measure performance and evaluate whether improvements have been successful (Mullins, 2022).
[bookmark: _Hlk205981688]











[bookmark: _Toc339731754]Key Findings
· Basil’s Bakery has experienced a decline in sales since 2020 due to reduced footfall, shop closures, increased hybrid working, and the loss of regular customers.
· Customers have shown interest in pre-ordering and delivery services, highlighting an opportunity for Basil to introduce an online ordering system.
· The PMI evaluation identified online ordering as the stronger solution, as it improves customer convenience while avoiding the high costs and disruption associated with relocating the bakery.
· Introducing online ordering can help Basil recover lost sales, retain existing customers, attract new customers, and modernise the business to match changing customer expectations.
· [bookmark: _Hlk208302504]The success of the new system should be monitored through online sales and repeat online customer numbers to evaluate whether the solution improves business performance.
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Appendix 1 – Task 3a
PMI Evaluation Table

	Implementing Online Ordering

	Plus
	Minus
	Interesting

	[bookmark: _Int_YX6d8YOv]Keeps existing customers  +5
	Staff Training                         -2                         
	Promotion expenses          +1

	Reduces waiting times.      +3

	Technical issues                 -2
	Modernises the business   +2

	Gains new customers.       +5

	Delivery Costs                     -4
	Supports future growth      +4

	Improves convenience.     +2          
	Website setup costs            -3
	Loyalty scheme potential   +3

	
TOTAL: +15
	
TOTAL: -11
	
TOTAL: +10



[bookmark: _Hlk210816971]Therefore: Overall Total for Implementing Online Ordering = +14

	Relocation Of Store

	Plus
	Minus
	Interesting

	Higher footfall                     +5
	Loss of loyal customers      -4
	Expansion potential           +2

	New customer base           +4

	Operation interruptions       -3
	Partnership opportunities   +4

	Better Layout                     +2

	High setup costs                 -3
	New competitors                 -3

	Lower Cost                         +1

	Uncertain success              -2
	Stronger community           +2

	
TOTAL: +12
	
TOTAL: -12
	
TOTAL: +5



Therefore: Overall Total for Relocation of Store = +5


Appendix 2 – Task 4a
Implementation Plan

[bookmark: _Int_EM1rNbja]Name the problem you are solving: Loss of sales
Name the solution you are implementing: Online Ordering
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research system


	Look at online ordering platforms and select one for delivery and click and collect.
	Week 1


	Basil


	List of different online platforms with key features.


	2
	Build system


	Use chosen platform to set up product listings and payments. 

	Week 2-3


	Website Developer


	Website live.



	3
	Testing system

	Test orders to confirm its working correctly.


	Week 4-6


	Website developer & Basil


	Test orders successful and reports being generated.



	4
	Launch and Marketing


	Launch online ordering & promote it through social media and word of mouth.

	Week 6


	Basil


	First customer online order completed.







· 

Appendix 3 – Task 5a

[bookmark: _Int_GFZSOAOy]The Key Performance Indicator is: Increase of online sales. Number of repeated customers.
              Increase of online sales.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Measuring online sales would allow Basil to monitor the success of the new system.






	During the first 3 months of implementation, Basil should expect to generate 25% increase in sales through the online system. 





	Online system will enable loyal customers to order and get products delivered easier.





	Measuring online sales will help Basil to monitor his periodical sales performance.





	25% increase in sales will be achievable within 3 months.







    Number of repeated online customers.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase the number of customers who make repeat orders through the online ordering system.






	Achieve 50 repeat online customers per month through online ordering. 





	Basil will need 2 repeat orders per day to achieve this target which can be easily implemented.





	This will help Basil retain the regular customers who now work from home.





	50 repeat customers within the first month of introducing the system.
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