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[bookmark: __RefHeading___Toc2292_638566117]Task 1: Overview of Basil’s Bakery




     Basil Bakery is a small independent artisan bakery, located within a retail park in Coventry, England. Formed in 2015, is known for using high-quality organic ingredients to produce breads, pastries and cakes. However, since the COVID-19 pandemic, the business has experienced declining customer numbers and sales, which remain approximately 25% below the 2019 levels.
  Several external and internal factors contribute to this problem. Reduced retail park footfall, empty retail units, local redundancies, and changing working patterns have reduced the number of potential customers visiting the bakery. At the same time, rising overheads, including rent, utilities, insurance and business rates, together with volatile organic ingredient costs, have increased financial pressure.
  Another important problem is Basil’s limited ability to meet customer demand for convenient delivery and pre-ordering. Basil has limited staff and spends most of his time baking, making it difficult to manage telephone orders and deliveries. Therefore, the bakery requires a practical solution that can increase sales, improve customer convenience and strengthen its long-term competitiveness (Johnson, Scholes and Whittington,2020; Kotler and Keller,2022).
This report analyses these problems and purpose viable solutions to restore business viability.


















[bookmark: __RefHeading___Toc5674_638566117]Task 2: Proposed Solutions
[bookmark: __RefHeading___Toc2296_638566117]2a: Solution A: Implement an Online Ordering, Click-and-collect/pre-order system and Third-Party Delivery Services
  The first purposed solution is to introduce online ordering with click-and collect/pre-ordering and third-party delivery. Customers could place orders through a simple website, application, or low-cost digital system and choose either collection or home delivery.
  Third-party companies such as Deliveroo, Uber Eats or local couriers could manage deliveries avoiding the need for Basil to employ a delivery driver. Basil will use free or low-cost tools such as Google Forms to manage pre-orders for collection, while third parties provide handle delivery logistics.
  This solution directly responds to existing customer demand: pre-orders could reduce missed telephone calls and waiting times, while delivery would allow the bakery to reach customers who work from home or no longer visit the retail park. 
  Research suggests that digital ordering can improve customer convenience, create additional sales opportunities, and influence customers satisfaction with online food delivery services. (Leung and Wen,2020; Lin Au and Baum,2024).
However, possible disadvantages include setup costs, delivery charges, technical problems, and the additional responsibility of managing online orders. These risks could be reduced by testing the system before launching and introducing it gradually.
This solution is expected to increase sales and improve the bakery’s competitiveness.
[bookmark: __RefHeading___Toc5676_638566117] 2b: Solution B: Supply partnerships and Product Diversification
The second solution is to develop supply partnerships with local organizations and diversify the bakery’s product range. Basil could supply bread, cakes and pastries to local cafes, schools, offices, factories or independent shops. This will provide access to customers outside the park and reduce dependence on declining footfall and create another source of income.
  The bakery could also introduce a limited number of new products, such as vegan options, healthier choices, seasonal products, different lunch items, family packs, or home-working selection boxes. Product diversification could attract new customer groups and respond to changing preferences (Kotler and Keller and Chernev 2020).
 This reduces reliance in declining footfall, generates regular volume orders that stabilize unpredictable ingredients costs and uses existing baking capacity without adding extra delivery or administrative work for Basil.
Supply partnerships could provide regular orders and create a more stable long-term source of revenue. However, this solution could also increase Basil’s workload, ingredient costs, and food waste. Business customers may also expect wholesale prices, reducing profit margins. Therefore, new products and partnerships should initially be tested on a small scale.

[bookmark: __RefHeading___Toc2300_638566117]Task 3: Evaluations and Justifications



  PMI Analysis and Grid Analysis were used to evaluate the two proposed solutions. Using more than one decision-making technique provides a more balanced comparison by considering both advantages and disadvantages and important business criteria.
[bookmark: __RefHeading___Toc2302_638566117]  3a: PMI Analysis 
in Appendix 1 evaluates the positive, negative, and interesting aspects of each solution. Solution A performs strongly because it directly addresses customer requests or delivery and reliable pre-ordering. It could increase sales, reduce telephone orders and reach customers outside the retail park. Its disadvantages include setup costs, delivery charges, technical difficulties, and additional order-management responsibilities.
Solution B provides opportunities to generate additional income, develop long-term business relationships, and reduce reliance on retail park customers. However, additional production could increase ingredients, costs, workload, and food waste.
[bookmark: __RefHeading___Toc2304_638566117]  3b: The Grid Analysis 
in Appendix 4, considers upfront cost, speed of generating new income, customer needs, operational risk, and long-term stability. Solution A achieved the strongest overall result and is therefore the preferred option. It responds directly to an existing customer's need, can be introduced gradually, and allows third-party companies to manage delivery. Solution B remains a valuable longer-term opportunity once the bakery’s immediate sales position improves.
[bookmark: __RefHeading___Toc2306_638566117]  3c: The Risk Analysis 
in Appendix 5, also identifies potential problems affecting both solutions. Higher risk includes technical failure, increasing ingredient costs, and Basil struggling with additional workload. Preventive actions, including testing systems, comparing suppliers and introducing changes gradually, can reduce these risks.





Task 4:  Justifications of Implementation Plan

 The Implementation Plan in Appendix 2 provides a gradual approach to introducing Solution A. This is appropriate because Basil has limited time and must continue his normal baking and shop responsibilities while implementing the new service.
  The first stage is to reach suitable online-ordering systems and delivery providers and compare their process, features, and charges. Basil can then create an online menu and establish the click-and–collect process. Before the full launch, trial orders should be completed to identify technical or operational problems.
   Following successful testing, the service can be launched and promoted through posters and social media. Sales, online orders, and customer feedback should then be reviewed monthly. A gradual implementation reduces disruption and allows Basil to make changes based on actual customer response.
   Solution B could be introduced later using a similar graduall process by identifying potential business partners, offering product samples,testing a limited number of new products and reviewing their financial performance before further expansion.
 
[bookmark: __RefHeading___Toc2310_638566117]Task 5:  Justifications for the KPI and SMART Objectives

 Monthly sales revenue is the primary KPI for Solution A because declining sales are the bakery’s main problem. Comparing revenue before and after the introducing of online ordering, click-and-collect and delivery will provide a straightforward indication of whether the solution is improving business performance. Baisl could also monitor the number of online orders and customer feedback.
  The proposed SMART Objectives, targets, in Appendix 3, follow the framework designed by Doran (1981) and is to increase total monthly sales revenue by 15% within six months of launching the service. Targets are clear and easy to understand, define the desired change and scope. These objectives are:
        Specific: Because it focuses on increasing sales through the new ordering service.     Targets are clear and easy to understand, define the desired change and scope.
· Measurable: because sales records can track progress
· Achievable: Because the service can be introduced gradually without employing a delivery driver
· Relevant: Because they address declining sales and customer requests for delivery and pre-ordering 
· Time-Bound: Defined deadlines allow progress to be monitored and set up clear tasks, confirm roles and responsibilities.
[bookmark: __RefHeading___Toc6844_638566117]Task 6: Justification for the GRID ANALYSIS


 Grid Analysis was used to compare the two solutions using weighted business criteria. Higher weights were assigned to upfront cost and speed of generating new income because Basil has limited financial resources and needs to improve sales quickly.            Meeting customer needs and operational risk were also important because Basil has limited time and capacity to manage additional work.
  Solution A achieved a weight score of 91, compared with 78 for Solution B. First solution performed particularly well upfont cost, speed of generating income and meeting customer needs. Second solution, scored more strongly for long-term stability but requires more time, production capacity and investment.
Therefore, the Grid Analysis supports Solution A as the most appropriate immediate solution. Solution B should not be rejected completely but could instead form part of the bakery's long-term development once sales and operations have become more stable.

[bookmark: __RefHeading___Toc6846_638566117]Task 7: Key Findings

· The analysis demonstrates that Basil Bakery is affected by stagnant sales because of   reduced customer footfall, shifting customer routine, rising expenses,increasing operational cost, and unmet customer preference for more varied ways to order.
· Both proposed solutions have potential benefits. Supply partnerships and product diversification could reduce dependence on retail park customers and create additional long-term revenue. They also create risks relating to workload, ingredient costs, and food waste.  
· Online ordering, click-and-collect, and third-party provide a stronger immediate solution because they directly respond to existing customer demand and can be introduced gradually with relatively limited disruption. The PMI and Grid Analyses therefore support Solution A as the preferred option.
· A gradual implementation process, combined with regular monitoring of sales, orders and customer feedback, will help Basil control risk and determine whether the solution is successful. The proposed objectives of increasing monthly sales revenue by 15% within six months provide a clear benchmark against which progress can be assessed.
· Overall Solution A offers Basil’s Bakery a practical method of improving customer convenience, reaching customer beyond the retail park and creating additional sales opportunities while allowing Basil to continue focusing on the bakery’s core production activities.
· Well defined goals make it easy to measure progress and judge success.
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[bookmark: __RefHeading___Toc5011_638566117]Appendix 1: - Task 3a: PMI Evaluation Tables for Solution A / B
[bookmark: __RefHeading___Toc7661_638566117]3aa : 1.Solution A: Online Ordering, Click-and-Collect and Thirty-Party Deliver
	What’s good
Plus +
	Score
	What’s Bad
Minus -
	Score
	What’s Interesting?
	Score

	Makes orders easier for customers
	+2
	There may be setup costs
	-1
	Could reach customers outside the retail park
	+2

	Provides ore-order and delivery options
	+2
	Delivery companies may change fees
	-2
	 Click-and-collect could also be offered 
	+1

	Reduce the need for telephone orders
	+1
	Staff need to learn the new system
	-1
	Online sales data could show popular products
	+1

	Could increase sales
	+2
	Technical problems may occur, 
	-1
	The service could be expanded in the future
	+1

	Responds directly to customer requests
	+2
	Basil will need to manage online orders
	-1
	Could help customers who work from home
	+1

	TOTAL:
	+9
	TOTAL:
	-6
	TOTAL:
	+6


Overall PMI score for Solution A: +9-6+6=+9


[bookmark: __RefHeading___Toc7663_638566117]3ab: 2. Solution B: Supply Partnerships and Product Diversification
	What’s good
Plus +
	Score
	What’s Bad
Minus -
	Score
	What’s Interesting?
	Score

	Create additional source of income
	+2
	New products may increase ingredients costs
	-2
	Partnerships could become long-term business relationships
	+2

	Reduces dependence on retail park customer
	+2
	Some products may not sell 
	-1
	 Products could be sold in other locations
	+2

	Partnerships may provide regular orders
	+2
	Larger orders could increase Basil workload
	-2
	Basil could test new products before adding them permanently
	+1

	New products could attract different customers
	+1
	More products may create food waste
	-2
	Seasonal products could create extra sales
	+1

	Helps the bakery reach new market
	+1
	Business customers may expect lower wholesale prices
	-1
	Customer feedback could help develop future products
	+1

	TOTAL:
	8
	TOTAL:
	-8
	TOTAL:
	+7



Overall PMI score for Solution B: +8-8+7=+7
[bookmark: __RefHeading___Toc2322_638566117]Appendix 2: Task 4a: Implementation Plan for Solution A and Solution B


[bookmark: __RefHeading___Toc8129_638566117]4aa: Solution A – Implementation Plan:

Problem being solved: Stagnant sales and unmet customer demand for convenient pre-ordering and delivery service.
Solution being implemented: Introduce online ordering, click-and-collect and third-party delivery service to improve customer convenience and create additional sales opportunities.



	
	WHAT
	HOW
	WHEN
	WHO

	1
	Research online ordering system
	Compare prices, features and charges
	Week 1, 
	Basil 

	2 
	Choose delivery options
	Compare delivery providers and click-and-collect
	Week 1 
	Basil

	3
	Create online menu
	Add products, prices and product information 
	Weeks 2 
	Basil/provider

	4
	Learn how to manage the system
	Explain how online orders should be processed 
	Week 3 
	Basil

	5
	Test the system
	Complete trial orders and correct problems 
	Week 3
	Basil 

	6
	Launch the service
	Start accepting customer orders
	Week 4

	Basil

	7
	Promote the service
	Use posters and social media 
	Week 4 onwards 
	Basil

	8
	Review results
	Check sales, orders and customer feedback
	Monthly
	Basil
















[bookmark: __RefHeading___Toc8131_638566117]4ab: Solution B – Implementation Plan

Problem being solved: Stagnant sales and dependence on declining retail-park customer footfall, limiting opportunities for business growth.
Solution being implemented: Develop local supply partnerships and diversify the bakery’s product range to reach new customers and generate additional revenue



	
	WHAT
	HOW
	WHEN
	WHO

	1
	Research possible partners
	Identify local coffees, hotels, offices, independent shops
	Week 1
	Basil

	2
	Contact local businesses
	Email, telephone, visit possible partner

	Week 2
	Basil

	3
	Offer products samples
	Provide samples and discuss prices and quantities
	Week 2-3
	Basil

	4
	Research customers preferences
	Ask customer about products they will like

	Week 2
	Basil/staff

	5
	Test new products
	Introduce a small number of new products

	Week 3-4
	Basil

	6
	Agree supply partnerships
	Confirm prices, quantities or delivery arrangements

	Week 4
	Basil/partners

	7
	Review product sales
	Identify successful and unsuccessful new products

	Monthly
	Basil

	8
	Review partnerships
	Check sales, costs and feedback from business /customers

	Monthly
	Basil







[bookmark: __RefHeading___Toc2324_638566117]Appendix 3: Task 5a: KPI and SMART Objective Tables for Solution A and Solution B

[bookmark: __RefHeading___Toc8133_638566117]5aa: 1.Solution A: Online Ordering, Click-and-Collect and Thirty-Party Delivery

  KPI Monthly sales revenue generated through online orders, click-and-collect/delivery  
SMART Objectives:


	Specific
	 Increasing sales by introducing online ordering, click-and-collect and third-party delivery

	Measurable
	Aim to increase total monthly sales revenue by 15%

	Achievable
	Use a simple ordering system and external delivery providers to keep additional workload manageable

	Relevant
	Responds to declining sales and customer demand for more convenient ordering and delivery

	Time-bound
	Aim to achieve the target within six months of launch




5ab: 2. Solution B: Supply Partnerships and Product Diversification

KPI: Monthly revenue generated from supply partnerships and new products   
SMART Objectives:


	Specific
	Develop local supply partnerships and introduce a small number of new bakery products

	Measurable
	Aim to secure at least three local business partnerships and introduce three new products

	Achievable
	Begin with a small number of businesses and test new products before expanding

	Relevant
	Creates additional sales opportunities and reduces dependence on retail-park footfall

	Time-bound
	Aim to achieve these targets within six months










[bookmark: __RefHeading___Toc2326_638566117]Appendix 4: - Grid Analysis




	Factors
	Upfront cost
	Speed of new income
	Matches Customer Needs
	Low Operational Risk
	Long-Term Stability
	TOTAL

	Weights/
value
	5
	5
	4
	4
	3
	

	Solution A: -Online Ordering, Click-and-Collect & Third-Party Delivery
	5
25
	5
25
	4
16
	4
16
	3
9
	91

	Solution B: Supply Partnerships & Product Diversification
	4
20
	3
15
	4
16
	3
12
	5
15
	78

























[bookmark: __RefHeading___Toc2328_638566117]Appendix 5:  Risk Analysis Table



	What could cause a risk
	Likelihood (1-5)
	Impact (1-5)
	Risk Factor 
	Risk Level
	What can you do to reduce the risk of happening?
	If it happens- what can do to minimize the impact?

	Online ordering system/
technical failure
	3
	4
	12
	High
	Test the system regularly and keep it updated
	Take orders manually and contact technical support quickly

	Increased ingredient costs from new products  
	3
	4
	12
	High
	Compare supplier prices, introduce new products gradually
	Adjust prices, change suppliers or reduce costly products

	Third-party delivery delays or high delivery charges
	3
	3
	9
	Medium
	Compare reliable delivery providers, fees/delivery times 
	Use another provider or offer click-and-collect

	Local business is not interested in supply partnerships
	2
	2
	4
	Low
	Contact several businesses, offer samples or trial orders
	Approach other businesses, 
adjust the offer based on feedback

	Basil struggles with the additional workload from online ordering
	3
	4
	12
	High
	Introduce online ordering gradually or limit them during busy periods 
	Reduce online orders temporarily, adjust collection/
delivery times

	Increased food waste if new products do not sell as expected
	2
	4
	8
	Medium
	Test a small number of new products, monitor customer demand
	Reduce/stop unpopular products, replace them with a better selling option 
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