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Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
Basil’s Bakery is an independent artisan bakery based in a Coventry retail park, known for its high‑quality organic ingredients and freshly baked goods. From 2015 to 2019, the business experienced steady and reliable growth. However, sales dropped sharply during the 2020 lockdown and have never fully recovered. Since then, sales have remained around 25% below pre‑pandemic levels. The main cause of this decline is reduced customer footfall, which has been influenced by several external factors such as shop closures, remote working, and redundancies among local retail staff. These changes mean fewer people are physically present in the area to visit the bakery. On top of this, rising overheads and unpredictable organic ingredient costs place extra financial pressure on the business. Internal issues, including long waiting times and the lack of a pre‑order or delivery service, further reduce customer satisfaction. Together, these external and internal challenges threaten the bakery’s long‑term sustainability.



[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions

Solution A Proposal: Online Ordering & Delivery Service 
My first solution is to introduce an online ordering and delivery service, allowing Basil’s Bakery to reach customers who are not physically present at the retail park. This approach aligns with the continued growth of UK food delivery services and the shift in consumer behaviour towards convenience and digital access (Mintel, 2024). A delivery option would enable Basil to serve people working from home, former retail staff who no longer visit the area, and customers who simply prefer the ease of ordering from their phones. It directly tackles the issue of reduced footfall by expanding the bakery’s reach beyond walk‑in customers. Although this solution would require additional staff, careful scheduling, and stronger logistical management, it also opens new opportunities such as subscription‑based bread or pastry boxes and potential partnerships with established delivery companies. Overall, this service would significantly improve accessibility to the bakery’s products and could help stabilise and increase revenue.

Solution B Proposal: Digital Pre‑Order & Queue Management System 
My second solution is a digital pre‑order system which manages queue’s more efficiently and reduce waiting times. Customers could place orders online for collection, allowing Basil to manage demand more effectively. Research indicates that pre‑order systems improve output and customer satisfaction in small food businesses (Davis & Heineke, 2020). This solution addresses any internal disorganisation, could assist with rush hr’s at peak times, and enhances the overall customer experience. It also provides valuable data for forecasting and production planning. By improving convenience and reducing queues, this solution helps reduce the effects of reduced footfall and will result in improved customer loyalty.

Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation in Appendix 1, Solution B is the best choice. The criteria used were feasibility, cost, impact on daily operations, and how well the solution meets customer needs. These were chosen because they match the challenges a small bakery faces and the need to work more efficiently. Feasibility and cost were given the most weight since Basil’s Bakery has limited resources, while operational impact and customer satisfaction were still important but rated slightly lower.
Solution A had some positives, like helping the bakery reach more customers, but it didn’t score well on cost and complexity. It would require extra staff, delivery logistics, and higher running costs. Solution B performed well across all criteria. It offers strong benefits with lower risk and is much easier to put in place. It improves customer experience, shortens waiting times, and helps the bakery run more smoothly.
Overall, Solution B is the better option because it’s affordable, practical, and fits well with what the bakery can realistically manage right now.


Task 4b) Justifications for the Implementation Plan
The implementation plan in Appendix 2 uses a simple four‑step process to help Basil introduce the new pre‑order system smoothly. It starts with identifying what the system needs to do, so Basil can choose a platform that fits the bakery’s workflow and customer expectations. This step matters because picking the wrong system could make things harder instead of easier.
The second step is choosing and setting up the digital system, including installing it and adding the menu. This makes sure everything is technically ready before customers start using it.
The third step is letting customers know about the launch. Clear communication helps people understand how the new system works and encourages them to try it early on.
The final step is doing a soft launch or a beta test, then a full launch. This gives Basil time to fix any issues, absorb any feedback and ensure smooth launch and running.
Tasks are shared logically: Basil handles communication and menu setup, while the software provider takes care of the technical data etc. This setup keeps things organised and reduces the chance of problems during the rollout.





Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The KPI, which measures how much of the weekly sales come from pre‑orders, is a strong and practical choice because it shows clearly whether customers are actually using the new system. If the percentage of pre‑order sales increases, Basil can be confident that customers find the system useful and convenient. 
  It also gives insight into how smoothly the bakery is operating, since more pre‑orders usually mean shorter queues, faster service, and happier customers. Because the system tracks this data automatically, Basil doesn’t need extra tools or manual checks, making it a straightforward metric to monitor.


The SMART objective supports this KPI in several helpful ways. It is Specific because it focuses only on increasing pre‑order sales. It is Measurable, with a clear target of 30%, giving Basil a number he can follow each week. It is Attainable, as customers already want quicker service, so reaching 30% is realistic. It is Relevant because it directly addresses the main problem of long queues and heavy reliance on walk‑ins. Finally, it is Time‑Bound, with a three‑month deadline that encourages steady progress and timely review.

Together, these measures give Basil a structured, reliable way to judge how well the new system is performing and decide what improvements might be needed.







Task 6) Key Findings
· [bookmark: _Hlk208302504]Sales at the bakery have stagnated because fewer people are visiting the shop. This is mainly due to reduced footfall, nearby shop closures, more customers working from home, and rising overhead costs.
· Inside the business, long waiting times and the lack of a pre‑order option make the bakery less competitive and limit how many customers can be served efficiently. 
· Two possible solutions were considered: introducing a delivery service or creating a digital pre‑order system.
· After completing a PMI analysis, the pre‑order system was identified as the more practical, cost‑effective, and impactful option.
· The implementation plan sets out a clear timeline for launching the system, while the KPI and SMART objectives provide measurable targets to track progress and guide improvements.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Expands customer reach+2
	High operational costs-4
	Potential partnerships with delivery apps+2

	Aligns with remote working trends+3
	Requires hiring staff-2
	Subscription bakery boxes+1

	Increases revenue potential+4
	Complex logistics-3
	Brand visibility boost+3

	Meets demand for convenience+1
	Insurance and fuel costs-1
	New marketing opportunities+4

	
TOTAL: 10
	
TOTAL: 10
	
TOTAL: 10



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 10


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Reduces waiting times +5
	Initial setup cost-4
	Loyalty programme potential+3

	Improves efficiency+4
	Requires digital training-2
	Useful sales data+1

	Enhances customer satisfaction+1
	Some prefer traditional ordering-1
	Supports production planning+3

	Supports peak‑time operations+2
	Minor learning curve-1
	Queue management insights+2

	
TOTAL: 12
	
TOTAL: 8
	
TOTAL: 9



Therefore: Overall Total for Name (for Solution B) = 13

Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Long waiting times and inefficient ordering processes.
Name the solution you are implementing: Digital Pre‑Order & Queue Management System.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Identify system requirements
	Identify system requirements through staff and customer feedback
	1st Feb – 7th Feb 2026
	Basil
	Requirements documented

	2
	
Choose the system and personalise

	Select and prepare digital system and install and configure menu
	10th Feb – 17th Feb 2026
	Basil, Store Manager, Software Provider
	System installed

	3
	
Communicate launch details
	Communicate launch details via posters, social media, and staff
	18th Feb – 20th Feb 2026
	Basil, Staff Team
	Communication completed

	4
	Soft launch and adjustments
	Soft launch, collect feedback, adjust system
	25th Feb 2026
	Basil, Software Provider
	Adjustments completed




Reference: Kotter, J. (2012) Leading Change. Harvard Business Review Press.



Appendix 3 – Task 5a

The Key Performance Indicator is: Percentage of weekly sales generated through pre‑orders.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase pre‑order sales
	Target: 30% of weekly sales
	Realistic based on demand
	Supports efficiency and satisfaction
	Achieve within 3 months



Reference: Doran, G. (1981) Management Review.
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