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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a small independent bakery located in a retail park in Coventry. The business opened in 2015 and became successful by selling high-quality organic cakes, pastries and bread. However, since the COVID-19 pandemic, sales have remained around 25% below 2019 levels. The root problem is declining sales, caused by reduced customer footfall and changing shopping habits. Fewer people visit the retail park, more customers now work from home, and nearby shop closures have reduced passing trade. Rising operating costs, the lack of a delivery service, and an ineffective pre-order system have further contributed to the bakery’s ongoing decline.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions

Solution A Proposal – Introduce a Delivery Service
The proposed solution is to introduce a delivery service for Basil’s Bakery. The case study states that loyal customers have requested delivery because some now work from home or no longer work in the retail park. By offering delivery, Basil could continue serving these customers and attract new ones from the surrounding area. This would improve convenience, increase customer satisfaction, and reduce the business’s reliance on retail park footfall (Kotler and Keller, 2022). As a result, the bakery could increase sales, strengthen customer loyalty, and improve its long-term performance. This solution directly addresses the root problem of declining sales.

Solution B Proposal – Introduce an Online Ordering and Pre-Order System
The proposed solution is to introduce an online ordering and pre-order system. The case study explains that customers have requested to pre-order products, but Basil cannot always answer the phone during busy periods. An online ordering system would allow customers to place orders at any time, reducing missed orders and waiting times. It would also improve customer convenience and make the ordering process more efficient (Laudon and Laudon, 2022). This solution could increase sales, improve customer service, and save Basil time. Overall, it would help solve the root problem by making it easier for customers to buy from the bakery.

Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation, Solution A – Introduce a Delivery Service is the most suitable option for Basil’s Bakery. It received the highest score because it directly addresses the main problem of declining sales by allowing customers to buy products without visiting the retail park. The evaluation used three criteria: impact on sales, cost, and customer convenience. Impact on sales was given the highest weighting because increasing sales is the bakery’s main objective. Customer convenience was also highly weighted as the case study shows customers have requested delivery. Cost received a lower weighting because, although important, investing in a solution that increases revenue is more beneficial in the long term. Overall, introducing a delivery service offers the greatest opportunity to increase sales, retain loyal customers, and support future business growth.
Task 4b) Justifications for the Implementation Plan
The implementation plan is structured in a logical order to ensure the delivery service is introduced efficiently and with minimal disruption to Basil’s Bakery. The first task is staff training, as employees must understand the ordering system and delivery procedures before any customer interaction begins. This is essential to reduce errors and ensure consistent service quality (Kerzner, 2022). Next, the ordering system is developed and tested, as this forms the core of the solution and must be fully functional before launch. Marketing is scheduled after system testing so that customers are not informed until the service is reliable, preventing negative first impressions. Responsibilities are clearly assigned, with management overseeing the project, IT staff handling system development, and bakery staff managing deliveries. This division ensures accountability and uses staff strengths effectively. The final stage is a soft launch, allowing issues to be identified and resolved before full implementation, reducing risk and improving overall success (Meredith, Mantel and Shafer, 2021).

Task 5b) Justifications for the KPI and SMART Objectives
The proposed Key Performance Indicator (KPI) is the percentage of customer orders delivered on time and without errors. This KPI has been selected because it measures the bakery’s ability to improve its operational performance and customer service. Monitoring this indicator allows management to identify problems quickly, evaluate progress, and make informed decisions to improve efficiency (Parmenter, 2020).
The first SMART objective is to increase on-time and accurate deliveries from 80% to 95% within six months. This objective is specific, measurable, achievable, relevant to the bakery’s operational issues, and time bound. Achieving this target will improve customer satisfaction and reduce delivery errors.
The second SMART objective is to reduce customer complaints by 40% within six months. Customer complaints are a valuable measure of service quality. Reducing complaints demonstrates that the bakery is meeting customer expectations and improving the overall customer experience.
The third SMART objective is to ensure 100% of employees complete operational training within three months. Staff training is essential for improving consistency, reducing mistakes, and increasing productivity. Well-trained employees are more likely to follow procedures correctly and contribute to the bakery’s long-term success. Using SMART aims ensures goals are clear, realistic, and easy to monitor throughout the implementation process (Doran, 1981).

Task 7) Key Findings


· Basil’s Bakery has experienced declining sales since 2020 because of reduced customer footfall, changing customer behaviour, and rising operating costs.

· The main causes of the problem are fewer visitors to the retail park, increased home working, and the lack of a delivery service.

· Introducing a delivery service is the preferred solution because it

·  helps retain existing customers and attract new ones, increasing sales opportunities.

· A risk analysis showed that delivery costs and staff training are manageable with careful planning and implementation.

· Monitoring progress using a sales KPI and SMART objectives will help Basil measure success and support long-term business growth.

[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a

PMI Evaluation Table
	Introduce a Delivery Service


	Plus
	Minus
	Interesting

	Reaches customers working from home.
	Delivery costs may be high
	Could attract new local customers

	Increases sales opportunities  
	Extra staff may be required

	May improve the bakery’s reputation


	Improves customer convenience

	Deliveries may take extra time

	Could encourage repeat customer order


	Reduces reliance on retail footfall
	
	

	Helps retain loyal customers

	
	




[bookmark: _Hlk210816971]Therefore: Overall Total for Delivery Service = Overall, this solution has more advantages than disadvantages. It directly addresses the main problem of declining sales by reaching customers who no longer visit the retail park. Although it requires additional costs and resources, the long-term benefits are likely to outweigh the drawbacks.


	Introduce an Online Ordering and Pre-Order System


	Plus
	Minus
	Interesting

	Reduces missed phone orders.
	Website setup costs money.

	Can support future business growth.


	Improves ordering efficiency.

	Staff require system training
	May encourage larger customer orders



	Saves staff time

	System may experience technical issues

	Can collect customer order data


	Improves customer experience

	
	


	Reduces customer waiting times

	
	




Therefore: Overall Total for Online Ordering and Pre-Order System=
Overall, this solution would improve customer convenience and make ordering more efficient. However, it does not fully solve the issue of reduced customer footfall. While beneficial, its impact on increasing sales is likely to be lower than introducing a delivery service.


Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining sales caused by reduced customer footfall.
Name the solution you are implementing: Introduce a Delivery Service

	
	WHAT

	HOW
	WHEN

	WHO


	1
	
Research delivery options

	Compare local delivery companies, costs, delivery areas and choose the most suitable option.

	
Week 1 
	
Basil

	2
	
Train staff

	Provide staff training on the ordering system, delivery procedures, customer service and handling deliveries safely.

	
Week 2 
	
Basil & Staff

	3
	
Launch delivery service


	Test the delivery process, accept customer orders and begin providing deliveries to local customers.

	
Week 3 
	
Basil & Staff

	4
	
Promote new service

	Advertise the delivery service through social media, posters, in-store displays and word-of-mouth to attract customers.


	
Week 4
	

Basil 






Appendix 3 – Task 5a

The Key Performance Indicator is: Customer Reviews


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase positive customer reviews.

Increase monthly sales revenue.

  




	Achieve 90% positive reviews


Increase sales by 15%

	Through reliable delivery and service.


Through the new delivery service.


	Measures customer satisfaction and service quality.
Helps solve declining sale




	Within 6 months of launching delivery


Within 6 months 



Customer reviews are an effective KPI because they show whether customers are satisfied with the new delivery service. Positive feedback indicates that the solution is meeting customer expectations and helping to retain loyal customers (Kotler and Keller, 2022).

Monthly sales should be monitored to measure whether the delivery service increases revenue. A 15% increase would demonstrate that the solution is helping Basil reach more customers and improve business performance (Johnson, Scholes and Whittington, 2020).
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