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Task 1: Overview of Case-study
Basil’s Bakery is a small independent business located in a retail park in Coventry, UK, specialising in high-quality organic baked goods. Since opening in 2015, the bakery experienced consistently growth and developed a loyal customer base due to the quality of its products and customer service. However, the COVID-19 pandemic in 2020 significantly affected the business, leading to a decline in sales because of lockdown restrictions and changes in customer behaviour. Although the bakery has experienced some recovery, sales remain approximately 25% lower that they were in 2019. Several factors continue to affect the business, including reduced customer footfall caused by increased remote working, rising operational and ingredient costs, and the lack of online ordering, delivery, and pre-orders services. These issues highlight how both external environmental factors and internal operational weaknesses can reduce a business’s competitiveness, profitability, and long-term sustainability. To remain successful, Basil’s Bakery must adapt its business strategy by responding to changing customer needs and embracing digital solutions to improve sales and attract new customers (Johnson, Scholes and Whittington, 2008).

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
· Solution 1: Introduce an Online Ordering and Delivery Services
Basil’s Bakery should introduce an online ordering system supported by a reliable delivery service to make its products more accessible to customers. This could be achieved by partnering with third parties’ delivery platforms, such as Deliveroo or Uber Eats, or by developing a simple in-house ordering system through the bakery website or social media pages. Implementing this solution would help overcome the decline in customer footfall by allowing customers to place orders from home, work, or while traveling, without the need to visit the store. It also meet the increasing demand for convenience, particularly among customers who work remotely or have busy lifestyles. In addition, online ordering can improve customer satisfaction, increase sales opportunities, expand the bakery’s customer base, and strengthen its competitive position in the local market. This digital approach would also enable Basil’s Bakery to respond more effectively to changing consumer behavior and support long-term business growth (Kotler and Keller, 2016).

· Solution 2: Implement a Digital Pre-Order and Click-and-Collect System
A digital pre-order and click-and-collect system would allow customers to place orders in advance through a website or mobile application and collect them at a convenient time. This would reduce waiting times, improve service efficiency, and provide customers with a faster and more convenient shopping experience. The system would also address issues such as missed phone orders, long queues during busy periods, and delays in serving customers. In addition, pre-ordering would help Basil’s Bakery improve production planning by preparing the correct quantities of products, reducing food waste and unnecessary costs. Better demand forecasting would also improve stock management and staff scheduling. Overall, this solution would increase customer satisfaction, improve operational efficiency, and help the bakery adapt to changing consumer behavior in the post-pandemic retail environment (Slack, Chambers and Johnston, 2010; Chaffey and Chadwick, 2019).

Task 3b) Evaluation Results and Justification
Preferred Solution
Based on the PMI analysis, the preferred solution is the online ordering and delivery services. While it involves higher costs and complexity, it directly addresses the most critical issue: declining footfall. Unlike the pre-order system, which mainly improves internal efficiency, delivery expands the customer base and creates new revenue streams. Given the long-term shift towards convenience and remote working, this solution aligns better with market trends (Kotler and Keller, 2016). Furthermore, partnering with existing delivery platforms can reduce implementation risks. Therefore, despite its challenges, the delivery services offer greater potential for sustainable growth and business recovery.




Task 4b) Justifications for the Implementation Plan

The implementation plan follows a logical and structured sequence to minimize risk and ensure effective execution. The first task, platform selection and research, is prioritized as it all subsequent decisions, ensuring Basil chooses a cost-effective and suitable delivery partner. This is followed by system setup and integration, as the business must be technically prepared before operation can begin. Operational preparation is scheduled next to allow time for workflow adjustment, packaging consideration, and any necessary staff training, ensuring service quality is maintained. The final stage, service launch and promotion, is deliberately positioned last to maximize customer awareness once the system is fully functional. Responsibilities are primarily assigned to Basil due to the small size of the business, ensuring clear accountability and control over decision-making. This structured approach reflects best practice in operations management, where planning, preparation, and phased implementation reduce uncertainty and improve the likelihood of success (Slack, Chambers and Johnston, 2010).


[bookmark: _Hlk205981688]Task 5b) Justifications for the KPI and SMART Objective

· The selected Key Performance Indicator (KPI), monthly sales revenue, is appropriate as it directly measured the core issue facing Basil’s Bakery, which is declining sales. This KPI provide a clear and quantifiable way to assess whether the implementation of delivery services is successful. It also allows for easy comparison whit previous performance, ensuring that progress can be accurately tracked over time (Kaplan and Norton, 1996).
· The SMART objective to increase monthly revenue by 20% is specific and measurable, providing a clear target for improvement. It is attainable, as the introduction of delivery services expands the customer base beyond the retail park. The objective is relevant because it is time-bound within six months, allowing sufficient time for the strategy to take effect (Doran, 1981).
· The additional objective of achieving 50 delivery orders per week further supports this KPI by measuring customer adoption of the new services. Similarly, improving customer satisfaction to a 4.5/5 rating ensure service quality is maintained, encouraging repeat purchases. Together, these objectives provide a balanced and effective framework for monitoring both financial performance and customer experience.

[bookmark: _Hlk208302504]Task 6 Key Findings
· Declining footfall at the retail park is primary cause of reduced sales, driven by shop closures and fewer on-site workers.

· Changing consumer behaviour, particularly increased remote working, has permanently reduced demand for in-store purchases.

· Basil’s lack of digital services (online ordering and delivery) is a major weakness, limiting customer access and convenience.

· Rising operational costs and unpredictable ingredient prices are placing significant pressure on profitability.

· The introduction of a delivery service is the most effective solution, as it addresses both reduced footfall and changing customer expectations.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Solution 1: Online Ordering & Delivery Service

	Plus
	Minus
	Interesting

	Expands customer reach beyond retail park
+5
	High implementation and commissions costs
-3
	Opportunity to attract new customer segment
+4

	
Meets demand for convenience 
+5
	Operational complexity (managing orders delivery)
-3
	Strengthens online presence and brand awareness
+4

	Increases potential sales revenue
+5

	Risk of reduced product quality during delivery
-2
	Provide valuable customer data and insights for future marketing
+4

	

	
	

	
TOTAL: +15
	
TOTAL: -8
	
TOTAL: +12



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution 1: Online Ordering & Delivery Services +15 -8 +12 = +19


	Solution 2: Digital Pre-Order & Click-and-Collect

	Plus
	Minus
	Interesting

	Reduces waiting times
+4
	Does not increase customer base significantly
-3
	Provide useful customer data
+4

	Low costs and easy to implement
+5

	Limited impact on declining footfall
-3
	Can be combined with delivery in future
+5

	Improve efficiency and production planning
+5



	Requires basic technology setup 
-2
	Improve customer satisfaction and loyalty
+4

	

	
	

	
TOTAL: +13
	
TOTAL: -8
	
TOTAL: +13



Therefore: Overall Total for Solution 2: Digital Pre-Order & Click-and-Collect  +13 -8 +13 = +17

Both solutions achieve similar scores; however, Solution 1 (Delivery Services) has a slightly higher overall impact on increasing sales and addressing the core issue of declining footfall.
Although it has higher negative scores due to cost and complexity, its positive and interesting factors outweigh the drawbacks, making it the more effective long-term solution (Kotler and Keller, 2016).



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining sales and footfall due to changing consumer behaviour and lack of convenience services.
Name the solution you are implementing: Introduced an online ordering and delivery service.
	
	Task
	WHAT
(Activity)
	WHEN

	WHO

	Done

	1
	
Platform Selection & Research

	
Research and select a delivery platform (e.g., Deliveroo/Uber Eats)
	
1st April 2025-15th April 2025

	
Basil Owner
	
Delivery platform evaluated and selected based on business requirements.

	2
	System Setup &Integration


	
Set up online system (menu upload, pricing, photos, account setup)

	
16th April 2025 – 14th May 2025

	
Basil + Platform Support

	
Online ordering system successfully configured including menu upload, pricing, images and account integration.

	3
	Operational Preparation


	
Prepare operations (packaging, workflow changes, staff training if needed)

	15th May 2025 – 27th June 2025


	
Basil and Staff

	
Packaging prepared, operational workflow updated, and staff trained to manage online orders efficiently.


	4
	Service Launch & Promotion


	Launch service and promote (social media, in-store advertising, ongoing (weekly) offers)


	28th June 2025 – 3rd July 2025


	Basil 


	Online delivery service launched successfully, and promotional activities initiated through social media and in-store marketing.




	5
	Performance Monitoring & Improvement
	Monitor performance (sales, customer feedback, order volume) and make improvements
	Ongoing (weekly)
	Basil
	Sales performance, customer feedback and order volumes monitored regularly, with continuous improvements implemented based on performance data.



This plan ensures a structured, realistic implementation, allowing Basil to gradually introduce the service while minimising risk disruption to daily operations (Slack, Chambers and Johnston, 2010).
· 

Appendix 3 – Task 5a

The Key Performance Indicator is: Monthly Sales Revenue

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase monthly sales through the introduction of an online ordering and delivery service






	
Achieve a 20%   
increase in monthly revenue and 50 delivery orders per week





	
· Expand the customer base through online access
·  Meet the increasing demand for convenient food deliver




	
Directly addresses the problem of declining sales and footfall



	
Within 6 months of implementing the delivery service





	
Improve customer satisfaction
	
Achieve an average rating of 4.5/5 on delivery platform
	
· Improve food quality and consumer services
· Respond to customer feedback to make continuous improvements
	
Supports customer retention and repeat purchases
	
Within 3 months

	
Increase brand awareness
	

	
Achievable through marketing campaigns
	
Helps attract new customers
	
Within 4 months
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