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[bookmark: _Hlk205982484]
Overview of Case-study
[bookmark: _Hlk205979492]The problem that has affected Basil's Bakery is a rapid decline in customer demand. This was caused by change in the environment surrounding the business and behaviour of the consumer since the COVID-19 pandemic. Reduced footfall at the retail park, closure of local stores, redundancies, and the rise of people working from home have lowered the number of customers at the Bakery. The bakery has not adapted to meet customer demands such as offering delivery and pre-order services. Combined with rising operating costs and unpredictable organic ingredient prices, these external and internal factors have reduced sales, profitability, and the long-term viability of the business in its current format.
[bookmark: _Hlk205982497]Two Proposed Solutions
Online ordering system
Basil's Bakery should introduce an online ordering system with collection and local delivery options. Customers should have the option to pre-order products through a website or mobile app. This would reduce their waiting times and make purchasi9ng from the Bakery more convenient for most. The Bakery could employ a part time delivery driver to cover these orders and allow Basil to reach customers who now work from home or no longer visit the retail park. This solution addresses the decline in footfall by expanding the bakery's customer base beyond its physical location. This solution ensures all customers have easy access to the Bakery and will increase the opportunity of sales. It also shows that Basil is willing to adapt to meet customer demands.
Digital marketing
Basil's Bakery should also focus on digital marketing to improve customer loyalty. Basil could consider social media, email subscriptions and a loyalty rewards offer. The company must consider how customers are reaching businesses currently and also how to attract new customers. By increasing their online presence, the bakery can ensure that they are reaching new customers and ensure that the declining retail footfall is not affecting the business. This solution is cost-effective, helps build long-term customer relationships, and supports increased sales despite changes in shopping habits.
Evaluation Results and Justifications

Based on the PMI evaluation, the best solution for Basil is to create an online ordering and delivery service for his bakery. This is direct solution for the decline in footfall. The main criteria used to evaluate the solutions were impact on sales (40%), cost of implementation (20%), feasibility (20%), and long-term sustainability (20%). Impact on sales has the highest percentage as it is the thing that will allow the bakery to stay open. While a new online system involves some costs, the advantages outweigh the disadvantages. The long-term benefits include new customers and more convenience for regular customers. Solution A will ensure the long-term viability of Basil's Bakery. 
Justifications for the Implementation Plan
The online ordering and delivery system with be introduced successfully through following a logical sequence. Basil understands that delivery options, costs and technicalities should be researched and planned before making commitments. It is important for customers to have a platform they can rely on; therefore, the system must be reliable. Basil must consider his options when deciding if he wants to partner with a courier service or employ his own driver to fulfil the orders. It is important to promote the new service. This can be done digitally or in store. Basil could consider introductory offers and loyalty discounts. The service is Basils responsibility, however he will give some responsibility to a website developer to ensure it is efficient. 
Justifications for the KPI and SMART Objectives

The chosen Key Performance Indicator (KPI) is to increase Basil’s monthly sales revenue by 20% within six months through the introduction of an online ordering and local delivery service. This KPI shows that sales revenue is the most important measure of whether the solution has increased sales at the bakery. (Parmenter, 2020). It is specific as it focuses on increasing sales. It is measurable because Basil can monitor online orders, delivery sales and total monthly revenue using his sales records. The objective is attainable as it allows customers who would not usually visit the bakery to order and buy goods. It is relevant because it ensures that sales increase. It is time-bound, with a six-month deadline as this allows Basil to identify any issues with the new system. This follows the SMART framework developed by (Doran 1981). Using a SMART objective ensures the system can be monitored and its Basil is aware of how effective it is. 
Key Findings

· [bookmark: _Hlk208302504]There has been a decline in sales since covid-19. The bakery experienced reduced footfall due to increased home working, local redundancies and local store closures.
· The bakery did not adapt to customers new needs. Consumer habits have changed and some customers would benefit from ordering systems and an online presence.
· The bakery experienced financial difficulties due to rising cost and loss in sales.
· The recommended solution is to introduce an online ordering and local delivery service, enabling the bakery to reach customers beyond the retail park and improve convenience. 
· The solution is to create an online presence. This includes a social media platform, delivery service and pre order system.
· KPI and SMART targets were suggested to allow the solution to be measured by Basil. 
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Appendix 1

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Reaches new customers who do not enter retail park
	Cost of creating a website 
	Could attract additional customers

	Convenient for customers

	Costs of delivery
	Data online could help Basil manage bakery better.

	Reduces waiting times

	Extra staff and wages
	Could lead to growth

	Adapts to people who work from home
	Possible technical issues
	Could help compete with local businesses

	
TOTAL: +4
	
TOTAL: -4
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 4
Adapted from: Proctor, T (2019) Page 260



	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Social media reaches more people
	Social media requires consistency, time and effort
	Could attract younger customers who wouldn’t usually visit the bakery

	Loyalty scheme encourages people to order more regularly.

	Digital marketing may take time to show results
	Online presence could invite feedback that would help Basil understand what the customer wants

	Cheaper than opening another bakery
	Basil may need training or additional staff to manage marketing
	Basil could offer seasonal product that peak customer interest

	Loyalty strengthens relationship with customer
	Bakery may not be able to cope with additional customers
	A strong online presence could support online ordering

	
TOTAL: +4
	
TOTAL: -4
	
TOTAL: +4



Therefore: Overall Total for Name (for Solution B) = 4 
Adapted from: Proctor, T (2019) Page 260
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Appendix 2
Implementation Plan

Name the problem you are solving: Declining sales at Basil’s Bakery
Name the solution you are implementing: Introduce online ordering and delivery service.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research and planning


	Consider other online delivery services, research costs and budgets.


	Week 1

	Basil

	



	2
	Develop online ordering system

	Create a website that allows customers to click and collect.

	Week 2 - 4


	Website developer


	



	3
	Organise delivery service

	Recruite a driver or partner with a service to offer deliveries.


	Week 4


	Basil


	



	4
	Launch and promote new services


	Advertise through social media. Ensure customers can leave feedback.

	Week 5-6
Ongoing advertisement and assessment of feedback.
	Basil


	





Appendix 3

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introduce online ordering and delivery service to increase monthly sales.





	Measure sales using customer feedback, measure online orders and measure sales revenue.




	It is a realistic target because it addresses changing customer behaviour including hybrid working.



	It is relevant as it addresses the decline in sales and lack of customers entering the shop.




	The target will take 6 months to achieve. The time frame starts once the system has been launched.
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