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Task 1: Overview of Case-study

Basil’s Bakery opened in 2015 in Coventry retail park. It is known for organic artisan cakes, pastries, and bread. The customers include local shoppers, retail workers, as well as office and warehouse staff.  

The Problem: Sales of Basil’s Bakery initially grew up until 2019 when COVID caused the drastic decrease in sales. Post-lockdown recovery was weak and 2023-2025 sales stagnated at 25% below 2019 sales baseline.

Why: Declining footfall in retail park, shop closures, redundancies, increased working from home reducing daily office traffic from surrounding companies, rising overheads costs, unpredictable organic supply costs.  
[bookmark: _Hlk205979492]Basil now needs to analyse root causes before changing the business model.
[bookmark: _Hlk205982497]
Task 2: Two Proposed Solutions

Solution A
"Basil Delivers" - Online Ordering & Local Delivery Partnership
This solution involves partnering with other third-party platforms, such as Uber Eats or Deliveroo, as well as developing a simple website for direct order placing from Basil’s Bakery. Basil should focus on production while systems and automations handle delivery to working from home customers in Coventry. This directly addresses the loss of customers who work remotely and gaining those who raised the request for delivery. This would expand market reach beyond the retail park without requiring Basil to leave the bakery and by adapting to demand for convenience, this solution would recover lost revenue and increase sales volume during quieter retail park hours (Kotler and Keller, 2024).



Solution B
"Basil Express" - Pre-Order App / Click & Collect System
This solution would be to implement a mobile-friendly website/app where customers can pre-order products by selecting a collection time. Payments would be made online to reduce interruptions and distractions during busy periods at the Bakery. 
This would resolve the current issue of missed calls as well as long waiting times for orders. It would improve operational efficiency too by allowing Basil to batch bake orders in advance, this way also reducing waste. Click & Collect would retain footfall in-store for impulse purchases also, such as any extras. 
Solution B targets retail workers and local shoppers who value speed and convenience, it would also help to stabilise sales forecasts (Slack, Brandon-Jones and Johnston, 2023).

Task 3a) Evaluation Results and Justifications

The PMI Evaluation Tool was selected as the evaluation method because it shows structured assessment of positive, negative, and interesting aspects of each option before decision making (de Bono, 1985). 
PMI Evaluation Table
	Basil Delivers (Solution A)

	Plus
	Minus
	Interesting

	Reaches working from home customers
	Platform commission fees (approx. 15-30%)
	Access to app customer data

	No extra staff needed

	Less control over delivery quality
	Potential for subscription model

	Fast to implement

	Relies on third-party drivers
	Increased brand visibility online

	Scales with demand

	Reduces profit margin on organic goods
	Customer reviews build reputation


	TOTAL: 4
	TOTAL: 4
	TOTAL: 4



Therefore: Overall Total for Name (for Solution A) = 12 

	Basil Express (Solution B)

	Plus
	Minus
	Interesting

	Reduces waiting time
	Upfront cost for website/app
	Pre-order data for forecasting

	Higher margins, no commissions to pay to others
	Takes 8-10 weeks to develop and test 
	Loyalty scheme integration

	Better production planning

	Customers must collect
	Upselling at collection

	Full control of brand

	Still staff is needed at pickup 
	Reduces food waste

	TOTAL: 4
	TOTAL: 4
	TOTAL: 4



Therefore: Overall Total for Name (for Solution B) = 12


Overview: 
The analysed four criteria were used to look into these options: Cost Impact, Operational Feasibility, Customer Experience, and Margin Retention. These factors were chosen because they directly relate to Basil’s root problems of rising overheads, limited staff capacity, and declining sales (Johnson, Scholes and Whittington, 2023). Equal consideration was applied to each criteria because Basil currently cannot afford to prioritise cost over operations or customer needs provided the 25% decline in sales.

Solution A scored well what comes to market reach but poorly on Margin Retention due to 15-30% platform commissions. Solution B scored higher on Cost Impact and Margin Retention because it does not have commissions and allows batch production. It also improves operational feasibility by reducing interruptions during busy hours by incoming calls and waiting times. Therefore, Solution B is justified as it protects profitability, is more controllable, and directly addresses the in-store bottleneck while remaining rather affordable to implement.



Both score 12, however, Solution B is preferred because it retains higher margins, it also gives Basil control, and helps to solve the immediate in-store bottleneck without ongoing commissions. There is also an option to add in-house delivery driver later.


Task 4a) Implementation Plan
The Problem: 
Long customer waiting times and missed phone orders causing lost sales and poor customer experience at Basil’s Bakery. 
Solution: 
Basil Express - Pre-Order App + Click & Collect System 
 
The implementation plan follows a structured 4-stage approach to ensure that the solution is orders being delivered on time and within Basil’s limited resources. This approach is based on project management principles that emphasise clear tasks, timelines, and responsibilities to reduce risk (Johnson, Scholes and Whittington, 2023).  
Stage 1 focuses on system design to ensure that the app meets customer needs. Stage 2 covers development and testing in order to avoid operational issues. 
Stage 3 involves staff training because employee input is critical for operational success (Slack, Brandon-Jones and Johnston, 2023). 
Stage 4 is to launch, followed by review and monitoring KPIs while making improvements during the implementation of new systems..  
The proposed plan is scheduled over 10 weeks to align with Basil’s budget and to avoid disrupting peak timings at Basil’s bakery. Assigning clear ownership to Basil and 2 part-time members of staff would ensure accountability. By sequencing these tasks, the bakery would minimise disruptions while addressing core problem.


Implementation Plan

	
	WHAT

	HOW
	WHEN

	WHO


	1
	Design 
Pre-Order
System

	Research website providers. Map customer journey. Finalize menu + pickup slots

	Weeks 1-2
	Basil + Web Developer


	2
	Build + Test 
Website/App

	Develop mobile-friendly site. Integrate online payment. Test orders and notifications

	Weeks 3-6


	Web Developer + Basil


	3
	Staff 
Training + 
Soft Launch
	Train 2 staff on order management. Trial with 20 loyal customers. Gather feedback

	Weeks 7-8

	Basil + 2 Part-time Staff



	4
	Full Launch 
+ Review

	Launch marketing via social media + in-store. Monitor KPIs. Review after 2 weeks

	Weeks 9-10
	Basil + Marketing Lead








Task 4b) Justifications for the Implementation Plan

From the PMI analysis, it is clear that both Solution A: Basil Delivers and Solution B: Basil Express scored 12 overall. However, Solution B is more effective solution to progress with and to implement.
The criteria used were: Cost Impact, Operational Feasibility, Customer Impact, and Margin Retention. These were selected because Basil’s key issues are rising overheads, limited staff time, and declining in-store efficiency (Johnson, Scholes and Whittington, 2023).
Weighting was equal across the 4 criteria because all are equal factors to affect and viability. Solution B scored higher on Cost Impact and Margin Retention because it avoids 15-30% platform commissions charged by delivery apps, which is critical given volatile organic costs. It also scored higher on operational feasibility because Basil retains full control and can batch production in advance, also reducing waste. While Solution A addresses working from home customers, Solution B directly fixes the immediate bottleneck of missed incoming phone calls and extended waiting times. Therefore, Basil Express is justified as the preferred solution which improves efficiency, protects margins, and is more sustainable what comes to long term solution.

Task 5a) The Key Performance Indicator is:

The Key Performance Indicator is: 
‘Percentage of total orders placed via Basil Express Pre-Order App within 3 months of launch.’
To measure success of the Basil Express solution, a KPI is required that directly links to the problem of long waiting times and lost sales. KPIs must be specific, measurable and aligned to strategic objectives to enable effective performance monitoring (Kaplan and Norton, 1996).
The SMART framework is used to ensure the objective is clear and actionable (Doran, 1981). The target of 30% of total orders via the app is Attainable because Basil currently receives 40+ phone orders per day that could convert to online pre-orders. It is Relevant because reducing in-store queue time directly addresses the root problem identified in Task 1. It is Time-Bound at 3 months to allow time for customer adoption while giving management data for review.
Measuring this KPI monthly will show if the app is reducing pressure on staff, improving throughput, and protecting margins. If the target is not met, Basil can adjust marketing or pickup slots.
	
Specific

	
Measurable
	
Attainable
	
Relevant
	
Time-Bound


	Increase the % of customer orders placed through the Basil Express pre-order app to reduce in-store waiting times.

	30% of all bakery orders placed via the app, tracked through website analytics and POS data.
	Yes. Converts existing phone orders to online. Requires minimal extra staff.



	Directly addresses root problem of queues and missed calls. Protects margins vs delivery apps


	Achieve target within 3 months of full launch. Review monthly.


Task 5b) Justifications for the KPI and SMART Objectives

The KPI applied ‘Percentage of total orders placed via Basil Express Pre-Order App within 3 months’ is justified because it directly measures whether the provided solution solves the root problem of long waiting times and missed orders from incoming calls. Tracking the proportion of orders through the app would show if customers are shifting away from queues to pre-orders, which should increase overall and protect margins lost to third-party delivery fees. Operations management theory states that performance measures must be linked to process improvements to demonstrate efficiency gains (Slack, Brandon-Jones and Johnston, 2023).
Justification of each SMART element:
· Specific: The objective focuses only on app-based and online pre-orders. This keeps attention on reducing in-store congestion rather than on general sales growth.
· Measurable: 30% of all orders is quantifiable using website analytics and online system data. This would allow Basil to monitor monthly progress and prove the impact by increase in sales.
· Attainable: Converting existing phone orders to online pre-orders is realistic with current staff and budget as well as profit margins. It would avoid the need for third-party deliveries and eventually allow Basil to employ new in-house delivery driver when sales grow.
· Relevant: This KPI aligns with the strategic goal to improve customer experience and operational flow. It also supports profitability by keeping control in-house (Johnson, Scholes and Whittington, 2023).
· Time-Bound: A 3-month target allows sufficient time for customer to adapt while enabling time to review and adjust marketing or amend pickup slots if needed.
Task 6) Key Findings

· Root problem confirmed
Long in-store waiting times and missed orders from missed calls are causing decrease in sales, poor customer experience, and wasted staff time at Basil’s Bakery.
· Best solution identified
The Basil Express ‘Pre-Order App + Click & Collect’ scored highest on the PMI for feasibility, cost, and strategic feasibility compared to third-party delivery.
· Implementation is realistic
A 10-week plan with clear stages and with staff trainings would make the solution achievable and within budget.
· Success is measurable
The SMART KPI of 30% of orders via the app in 3 months directly tracks queue reduction and provides profit margin protection.
· Strategic benefit
Moving orders to in-house systems would protect profitability and build direct customer relationships, this would allow to control quality of service also.

Reference List 

· de Bono, E. (1985) Six Thinking Hats. London: Penguin.

· Doran, G.T. (1981) ‘There’s a S.M.A.R.T. way to write management’s goals and objectives’, Management Review, 70(11), pp. 35–36.

· Johnson, G., Scholes, K. and Whittington, R. (2023) Exploring Strategy. 13th edn. Harlow: Pearson Education Limited.

· Kaplan, R.S. and Norton, D.P. (1996) The Balanced Scorecard: Translating Strategy into Action. Boston: Harvard Business Review Press.

· Kotler, P. and Keller, K.L. (2024) Marketing Management. 16th edn. Harlow: Pearson.

· Slack, N., Brandon-Jones, A. and Johnston, R. (2023) Operations Management. 10th edn. Harlow: Pearson Education Limited.










Page 2 of 2
Kristina Gendvilaite
image1.png
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David




