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Overview of Case -Study

Basil’s Bakery is a small independent bakery located in retail park in Coventry, UK.
After opening in 2015, the business experienced steady growth until COVID-19 pandemic caused a significant decline in customer numbers and sales.
Although business improved after restrictions were lifted, sales have remained around 25% below 2019 levels. The bakery is now facing several challenges, including fewer visitors to the retail park, more people working from home, and increasing operating costs. Customers have also requested delivery and pre-order services, which bakery does not currently provide Basil is now exploring ways to improve performance and ensure the long-term sustainability of the business. 
  

Two Proposed Solutions

Solution A
Invest in Automated Baking Equipment
 
Basil could invest in modern bakery equipment, such as dough mixers, dough dividers and high – capacity ovens, to improve production efficiency and reduce the time needed to prepare products. Automating repetitive tasks would increase productivity while allowing Basil to maintain the high quality of his freshly made bakery products. This would also help him produce greater quantities during busy periods without compromising quality.
In addition, improved equipment could reduce waste, lower labour costs in the long term and make the production process more consistent. As customer demand changes, increased production capacity would enable Basil to introduce new services, such as pre-orders and delivery, without effecting normal shop operations.
Although purchasing new equipment would require a significant initial investment, it could improve efficiency, reduce operating costs over time and help the business become more competitive and sustainable in the future.


Solution B
Introduce Online Pre-Ordering and Delivery

Basil could introduce an online pre-ordering system and offer a local delivery service to make the bakery more convenient and accessible for consumers. This would allow people to place their orders in advance and collect them at a suitable time, reducing waiting times during busy periods. It would also help customers who work from home or no longer visit the retail park to continue buying from bakery without travelling to shop.
In addition, an online ordering system would improve customer satisfaction by making the purchasing process faster and easier. A delivery service could attract new potential customers from the local area and increase sales by reaching people who are unable to visit the bakery. Introducing these services would require investment in technology and delivery arrangements.
However, they could help Basil expand his consumers base, improve competitiveness and support the long-term growth of the business.


Evaluate two proposed solutions 
To evaluate the proposed solutions a Grid Analysis will be used. This decision-making tool compares each solution against selected Criteria/Factors by assigning Weights and Scores, each criterion is given a weight based on its importance, and each solution receives a score. 
For Basil’s Bakery customer satisfaction and cost it’s the most important criteria, due to that have a high weight of 3, if he can manage cost and improve customer satisfaction he will be able to increases his sales, this criteria is more important on the online ordering and home delivery, due to that score a 3, will be able to regain the old customers that stopped buying because they are not working at the retail park every day.
 With this tool, I can evaluate which solution will be the best. (see appendix 1)



Evaluation Results and justifications
According to the Grid Analysis Solution B (Online pre-ordering and Delivery) is the most suitable option, as it achieved the highest total score (24). 
This solution best addresses Basil’s Bakery main challenges by increasing sales, improving customer satisfaction and adapting the business to changing consumer behaviour.
Therefore, it is the recommended solution for supporting the Bakery’s long-term sustainability and grow. Introducing ordering platforms can help improve               (Uddin et al., 2026).

Risk Analysis
The risks associated with implementing on online pre-ordering and delivery system are considered manageable. By using appropriate planning, marketing and reliable delivery services.
Basil’s Bakery can minimise these risks and improve customer convenience, sales, and long-term business performance.
A Risk Matrix is used to support the Risk Analysis by assessing each risk according to its likelihood and impact. Each is rated as low, medium or high for both likelihood and impact, allowing risks to be prioritised using a structured approach rather than random judgement. (see appendix 2)
· What is being assessed - Likelihood and Impact
· How it is classified – Low, Medium or High
· Mitigation – Actions taken to reduce or prevent risk
· The purpose – To prioritise risks using a structured approach







Results and Feasibility of the selected solution
The risk analysis shows that the main risks are the high implementation costs and receiving too many customers orders, both with a risk factor of 12.
Technical problems have a lower risk factor of 9.
However, all the identified risks can be reduced by using suitable control measures, making the online pre-ordering and delivery system a suitable solution.
The selected solution is feasible because the identified risks can be managed effectively. Starting with low-cost platform, testing the system before launch, and introducing the service gradually will help reduce potential problems. In conclusion, the benefits of the solution outweigh the risks, making it a practical option for Basil’s Bakery.


Implementation Plan

The Implementation Plain will help Basil introduce the online pre-order and delivery service in a simple and organised way. The plan shows what needs to be done, how to do it, when to do it, and who will be responsible. This will help Basil follow each step and avoid problems.
First, Basil can look at different online ordering platforms and choose one that is easy to use and not too expensive. 
After choosing the platform, he can create the online menu and test the system with a small group of customers.
This will help him find and fix any problems before the full launch.
Basil can also start the delivery service in a small local area. This will help him see if the bakery can manage the orders and deliveries. He can then promote the new service on social media, with posters and inside the bakery. This can bring more customers and increase sales.
Finally, Basil can check the sales and customers feedback to see if the service is working well. He can make changes if needed. Overall, this plan will help Basil reduce problems, keep customers, keep customers happy, increase sales and help the bakery grow. (see appendix 3)


The Implementation Plan helps Basil introduce the online ordering and delivery service in a clear and organised way. The activities are in a logical order because each step needs to be completed before the next one starts.
For example, Basil must choose and set up the platform before testing it with customers. The timings give enough time to compete each activity and solve possible problems. Responsibilities are also divided between Basil, the staff and the platform or delivery provider, depending on their skills. Finally, monitoring sales and customer feedback helps Basil understand if the service is successful and make improvements when needed.

Key performance indicator
The SMART table explains how Basil can achieve the KPI (Key Performance Indicator) of increasing sales by 20% within six months. The objective is SPECIFIC because it focuses on increasing sales through the online ordering and delivery service. It is Measurable Basil can compare saes before and after the implementation. It is Attainable because online ordering makes it easier for costumers to buy products. It is Relevant because more sales can increase income and help the bakery grow. Finally, it is Time – Bound because Basil has six months o achieve the 20% increase and review the results. (see appendix 4)


These metrics will help Basil monitor and evaluate the success of the online ordering and delivery service. Basil can check sales regularly and compare them with sales before the service was introduce. This will show if the business is moving towards the 20% sales increase within six months. Basil can also monitor the number of online orders and customer feedback to understand if customers are using and enjoying the service. If sales are not increasing as expected, Basil can make changes, such as improving the service or promotion. This will help him evaluate if the solution is effective.




Key Findings


· Sales remain around 25% below 2019 levels, affecting the bakery’s performance.

· Online pre-order and delivery is the most suitable solution to improve sales and customer convenience.


· The main target is to increase sales by 20% within six months.

· The solution should be introduced gradually through testing, promotion and customer feedback.


· Although there are some risks, they are manageable with good planning and regular monitoring. 
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Appendices

Appendix 1:
GRID ANALYSIS

	Criteria/Factors
	Cost
	Increase sales
	Customer Satisfaction  
	Total

	Weight
	3
	2
	3
	

	Solution A
New Equipment
	1 x 3 = 3
	2 x 2 = 4
	2 x 3 = 6 
	13

	Solution B
Online pre- order delivery
	3 x 3 = 9
	3 x 2 = 6 
	 3 x 3 = 9
	24



Solution A = 13
Solution B = 24











Appendix 2:
RISK ANALYSIS

	Nr
	What could cause a risk?
	Likelihood
(1-5)
	Impact
(1-5)
	Risk Factor
	Reduce the risk
	Minimise the impact

	1
	High implementation costs
	4
	3
	12
	Select a
low- cost platform and launch the service
	Begin with a small investment and expand if successful

	2
	Technical problems with the website or ordering system
	3
	3
	9
	Test the system before launch and use a trusted provider
	Accept orders by phone until the issue is fixed

	3
	Basil receives to many customer orders
	3
	4
	12
	Introduce pre-orders and delivery areas during the first week
	Reduce daily orders or hire temporary staff if needed




Appendix 3: 
Implementation Plan 
	
	WHAT

	HOW
	WHEN

	WHO


	1
	Select an online ordering platform
	Compare different providers and choose the most cost-effective option

	September 2026- 
Week 1
	Basil


	2
	Set up the online ordering system


	Create the online menu and enable pre-ordering

	September 2026- 
Week 2


	Basil / website provider

	3
	Test the pre-order service
	Trial the system with a small group of customers and fix any issues

	
September 2026- 
Week 3

	Basil and staff



	4
	Launch the local delivery service

	Start deliveries in a limited area on selected days


	September 2026- 
Week 4

	Basil / Delivery partner



	5
	Promote the new service
	Use social media posters and in-store advertising
	October 2026- 
Week 1
	Basil

	6
	Monitor performance
	Review sales, customer feedback and improve the service 
	October 2026- 
End of this month 
	Basil








Appendix 4:
The Key Performance Indicator is: increase sales by 20% 
6 months after the implementation.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase sales using the new online ordering and delivery service by 20%





	
This can be measurable against current sales using the 20% as measure
	
This is possible because customers can order more easily and the bakery can promote the service.




	
This is important because it can bring more customers, increase sales and help the bakery grow.



	
Basil should try to reach the 20% increase within six months after launching the service.
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