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Task 1: Overview of Case-study
Basil's Bakery is an independent bakery in Coventry situated in a retail park. This is a business whose sales have stagnated at approximately 25% below pre-pandemic levels since 2023. The root problem is a decline in customer footfall, driven by fewer shoppers visiting the retail park, the closure of neighbouring units and increased home working among nearby office staff. This is backed by rising costs, including energy, rent and business rates, and unpredictable organic ingredient costs. In addition, customers increasingly expect online ordering and home delivery, services that Basil’s Bakery does not currently provide. As consumer purchasing habits continue to change, the bakery risks losing additional market share unless it adapts the business model. Failing to respond effectively to the changes will threaten Basils Bakery, long-term. This means the business is losing customers to competitors that already offer these services.
Task 2: Two recommended Solutions
Solution A: Online Ordering and Delivery Service
This solution involves launching an online ordering and delivery service offering click-and-collect and local home delivery service. Customers would place orders through a website or app ahead of collection or delivery, removing the need for reliance on in-person queuing and unanswered phone calls. A younger consumer base would be gained from the online presence. This effectively resolves the root problem by meeting customer expectations for convenience, recovering and adding additional customers lost to home-working. This in return reduces footfall, enabling orders to be taken in advance and can even be attractive to business or private individuals planning for any occasion such as, celebrations or business meetings. It also allows Basil's Bakery to compete with supermarkets and and other big businesses already offering digital ordering. The customer data generated can support targeted marketing and loyalty schemes (Kotler and Keller, 2022).
Solution B : Partnership & Seasonal Events Programme
This solution involves partnering with the retail park's management and neighbouring businesses to host regular in-store and retail park events, such as baking workshops, seasonal markets, tasting sessions and joint promotions, designed to draw shoppers back into the retail park rather than relying on online orders. This addresses the root problem by increasing the reasons people visit the site in person, helping to reverse the loss of footfall traffic, caused by fewer shoppers and closed neighbouring units. It also strengthens Basil's Bakery's standing as a community destination and builds repeat visits and builds a fundamental marketing strategy of word-of-mouth engagement, supporting long-term customer loyalty (Burns, 2020).
Task 3b: Evaluation Results 
A PMI (Plus, Minus, Interesting) analysis was used to compare both solutions in Appendix 1. Four criteria were considered: revenue impact, customer convenience, cost and implementation, and long-term strategic value. Each criterion was scored from 1–5 based on its ability to solve the problem of declining footfall and revenue.
Solution A, the online ordering and delivery service, scored +8, compared with +6 for Solution B, the in-store experience and community events programme. Solution A improves customer convenience, increases competitiveness and creates additional revenue through advance orders. However, it requires initial software costs, staff training and technical support. Solution B has lower technology costs but depends on customers attending events. Therefore, Solution A is recommended because it provides more reliable revenue and better long-term sustainability.

Task 4a: Risk Analysis
The online ordering and delivery service offers benefits but has risks. Technical failures could delay orders and cause customer dissatisfaction, while insufficient staff training may reduce efficiency. Higher delivery costs may occur if demand is lower than expected. Cybersecurity breaches could threaten customer payment and personal data. Risks were scored using likelihood × impact. Technical failure was highest at 16/25. These risks can be reduced through reliable software, staff training and regular monitoring.

Task 4b: Feasibility of  Solution
The Risk Analysis in Appendix 4 indicates that the online ordering and delivery service remains feasible despite its risks. Although technical failure at launch carries the highest risk factor (16/25), this can be substantially reduced through careful managed and controlled monitoring. An example of this would be careful software provider selection and pre-launch testing. The consequences are recoverable and managed rather than risking a further threat to the business. The remaining risks, namely staff readiness, delivery cost and cybersecurity, carry average score on risk factors (9–10/25) and are manageable through standard operational controls such as training,  a rollout in stages and secure software. Basil's Bakery already has the production capacity and premises required, so the main additional investment is focused on software, training and marketing. Given that the identified risks are manageable and the required investment is within the budget, the solution is considered both financially and operationally feasible.

Task 5a: Implementation Plan
The Implementation Plan in Appendix 2 covers six months across four stages: Planning and Preparation, Development and Training, Launch, and Monitoring and Expansion. It uses a WHAT/HOW/WHEN/WHO framework adapted from the PMBOK Guide (Project Management Institute, 2021), identifying objectives, actions, dates and responsibilities.
From 1–18 September 2026, Basil will select the online ordering platform and approve the budget. From 21 September–16 October, the website will be developed and tested, while employees receive training. From 19–30 October, click-and-collect will launch with social media, email marketing and discounts. From 2 November 2026–26 February 2027, customer feedback, sales and delivery performance will be monitored. This staged approach reduces disruption and supports informed decisions.


Task 5b: Implementation Plan
The implementation plan is organised into stages to reduce risks and allow employees time to adapt. Basil will select the platform, approve the budget and monitor performance. Employees will manage online orders and customer support after training. External software providers will install, maintain and monitor the system. Marketing activities during launch will increase customer awareness and promote the new service. This staged approach reduces disruption and helps the bakery monitor performance and sustainability.

Task 6a: KPI and SMART Objectives
The selected KPI measures monthly online sales revenue, as presented in Appendix 3. This evaluates whether the online ordering and delivery service addresses the bakery’s 25% decline in revenue. Website and point-of-sale analytics will provide accurate data on the volume and value of online orders.
A target of 150 online orders per month is considered achievable because the bakery has sufficient production capacity and access to affordable ordering platforms. The objective is to reduce the revenue decline from 25% to 15%, with a three-month review. By month three, the target is to reduce the decline to 5%. This Time-Bound KPI will be monitored from 19 October 2026 to 26 February 2027, enabling corrective action where necessary (Doran, 1981).
Task 6b: Monitoring and Evaluation
Progress of KPI and SMART objective in Appendix 3 should be monitored monthly through website and point-of-sale analytics, comparing actual online order volumes and sale/revenue against the target orders per month. Customer satisfaction should be tracked through post-purchase surveys and online reviews to ensure service quality with order volume, while delivery performance, including punctuality and order accuracy, should also be reviewed to identify any issues early. Sections where performance is behind its target, actions such as additional marketing, adjusted delivery pricing or website improvements can be introduced. Review taking place at the six-month period can determine whether the objective has been met and any decisions on expanding delivery or introducing further digital services can take place.
Task 7: Key Findings
1. Basil's Bakery's sales have stagnated at approximately 25% below pre-pandemic levels due to reduced footfall, nearby business closures, home working and rising costs.
1. Two solutions were evaluated: an online ordering and delivery service (Solution A) and an In-Store Experience and Community Events Programme (Solution B).
1. A PMI Evaluation found Solution A the stronger option, scoring +8 compared with +6 for Solution B, mainly due to its steadier, more measurable revenue impact.
1. A six-month Implementation Plan will introduce the online ordering and delivery service gradually, starting with planning and ending with monitoring and expansion.
1. Monthly online sales revenue has been set as the key KPI, supported by a SMART objective for online orders per month within six months. Reviews through regular monitoring and evaluation.
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Appendices


Appendix 1 – PMI Evaluation Table
Online Ordering and Delivery Service
	Plus
	Minus
	Interesting

	Improves customer convenience and meets delivery expectations (+5)
	Requires investment in software and website development (–3)
	Generates valuable customer data for marketing and loyalty schemes (+2)

	Enables the bakery to compete with supermarkets and chains offering digital ordering (+4)
	Requires staff training to manage online orders efficiently (–2)
	Could support future expansion into a wider delivery radius (+1)

	Creates additional revenue through advance orders for celebrations and events (+3)
	Risk of technical problems during platform launch (–2)
	

	TOTAL: +12
	TOTAL: –7
	TOTAL: +3


Solution A = +12 – 7 + 3 = +8
In-Store Experience and Community Events Programme
	Plus
	Minus
	Interesting

	Increases in-person footfall and at the existing bakery site (+5)
	Depends on cooperation from other retail park businesses and management (–3)
	Could generate local press and social media coverage (+2)

	Strengthens community reputation and encourages repeat visits (+3)
	Events require staff time to plan and run on daily baking (–2)
	May lead to a lasting partnership with retail park management (+1)

	Requires low technology investment, using existing premises (+3)
	Impact may be seasonal or inconsistent rather than steady (–3)
	

	TOTAL: +11
	TOTAL: –8
	TOTAL: +3


Solution B = +11 – 8 + 3 = +6

Appendix 2 – Implementation Plan
Solving: Declining sales and reduced customer footfall at Basil's Bakery
Implementing: Online Ordering and Delivery Service
	#
	WHAT
	HOW
	WHEN
	WHO

	1
	Select an online ordering platform and set a project budget
	Compare software providers by cost, features and customer support. Agree to a realistic budget for development, training and marketing
	1 - 8 September 
	Owner (Basil)

	2
	Build and test the platform
Train staff
	Build & Develop the website/app with the chosen provider, upload product details, prices and images, and run staff training sessions on processing orders and deliveries
	21 September- 16 October 2026
	Software provider & Employees

	3
	Launch click-and-collect service
	Go live with the platform on 19 October 2026, including a promotional campaign including social media advertising, email marketing and customer discounts
	19-30 October 2026
	Owner & Marketing Team/Employees

	4
	Monitor performance and expand delivery
	Track sales data, delivery performance and customer feedback. Introduce a loyalty programme and expand the delivery radius if demand increases
	2 November 2026 – 26 February 2027
	Owner & Employees



Implementation planning structure adapted from the Project Management Institute (2021) PMBOK Guide.


Appendix 3 –  KPI and SMART Table
The Key Performance Indicator is: Monthly online sales revenue generated through the online ordering and delivery service
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase revenue generated through new online ordering and delivery service, rather than overall bakery turnover. Reduce current 25% stagnation in revenue to 15% closing the gap with a 10% reduction.
	Achieve online orders per month, tracked through website and point-of-sale analytics against the 2019 baseline, showing data of  order volume and value. 3 month  5% reduction to stagnated sales to 20% from 25%. Tracked using monthly revenue reports
	Achievable target with cost effective ordering platforms and Basil's Bakery's existing capacity to fulfil this order volume. 10% goal in monthly revenue by target date of February 2027. 
	 Linked to the recommended solution and focuses on the root problem of declining footfall and 25% stagnant revenue.
	To be achieved within six months february 2027 of the service's start date..


 
SMART objective framework adapted from Doran (1981).

Appendix 4 – Risk Analysis Table

	#
	Risk
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor
	Mitigation
	Contingency

	1
	Technical problems during online launch
	4
	4
	16
	Select a reliable, software provider and test the system before launch
	Maintain phone and in-store ordering as a backup and communicate delays  to customers

	2
	Staff unable to manage online orders effectively
	3
	3
	9
	Provide staff training before and during launch
	Assign an experienced staff member to oversee online orders

	3
	Delivery costs increase if demand is lower than expected
	3
	3
	9
	Start with click-and-collect only and expand delivery gradually based on demand
	Review delivery pricing and delivery radius

	4
	Cybersecurity breach 
	2
	5
	10
	Use a reputable, secure platform provider and comply with data protection regulations
	Have plan and notify affected customers and authorities promptly


 
Risk scoring approach adapted from the Project Management Institute (2021) PMBOK Guide.
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