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Task 1: Overview of Case-study
Basils Bakery is a small, independent artisan bakery at a retail park in Coventry, open in 2015. Basil sells bread and pastries cakes using high-quality organic ingredients. Sales increased each year until 2019, but COVID19 lockdown caused a major decline in footfall and sales in 2020. Although sales later recovered, they remained around 25% below 2019 levels between 2023and 2025. The retail park has experienced shop closures and redundancies and fewer office workers due to remote workers Customers have requested delivery and pre-ordering services. Rent rise, utilities bills, insurance, business rate and unpredictable ingredient cost also affecting the bakery profits.  
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Solution A: Introducing Online Ordering Delivery System

Basils could introduce online ordering and a local delivery service. Customers could view the bakery’s products, place orders and pay online. would make it easier for customers who work from home. Pre-Ordering could reduce waiting times during busy periods and improve customer experience. Delivery could increase sales by reaching a wider customer base. However, Basil needs to consider delivery cost of an ordering platform, packaging, delivery, fuel, and hiring a driver, and the cost of creating online ordering system. Although this solution could increase sales it would involve high costs.       

Introducing Pre-Order Service            
[bookmark: _Hlk205980222] Basil Bakery could create an online pre-order service, allowing customers to order and pay for their products in advance, ready for collection from the bakery. This would benefit customers who are busy working from home. The service would address the root problem of declining customer footfall and sales, by making it easier and quicker for customers to purchase basil-baked goods. It would reduce queues and waiting times during busy periods, improving shoppers’ experience and encourage repeated purchases and promotions. Having this system would help Basil manage demand and reduce waste and increase sales. Overall, there’s lower cost and lower risks.   

Task 3b) Evaluation Results and Justifications

Explain and defend the criteria you used.   
Based on the PMI Evaluation in Appendix 1: solution B the pre-order service is the most suitable option for Bails Bakery.
The main point used were cost, increase in sales, customers convenience, ease of use and risk. These points were chosen because Basils main problem is falling sales, higher cost and long waiting times for customers.
Costs and sales were given the highest weightings because basil needs to increase his income while keeping expenses down. Customer convenient will also important as pre-ordering would reduce waiting times. Solution B is cheaper and easier to introduce than delivery since basil would not need a delivery van or courier person. Overall, Solution B has less financial risk and is more practical for the business. Therefore, basil should go a head with the pre-ordering service.
 

Task 4b) Justifications for the Implementation Plan
[bookmark: _Hlk205981406]The tasks are set out in clear order so Basil can introduce the pre-order service without causing too much disruption to the bakery. First Basil needs to find out what customers want and decide which products will be available to order online. This is important because the service needs to meet customers’ needs. Thereafter the online ordering system should be set up and tested before it’s launched. Testing will help identify any issues with the ordering and payments processes. Basil should be responsible for choosing the product and checking the quality as he knows the bakery and the customers best. Staff can be assigned to check and prepare them for collection. If it is needed, a website provider can help set up the online system.
The task should be completed over a few weeks, so basil has enough time to manage the bakery at the same time. Finally, the service should be advertised and reviewed. This plan is suitable, keeps costs down and reduces the risk of problems.
   



Task 5b Justifications for the KPI and SMART Objectives
 
The main Key Performance Indicator (KPI) for basil’s bakery is percentage increase in sales revenue.
This KPI is effective, because basil’s main problem is sales are around 25% lower in 2019. Measuring sale will allow basil to compare his sales before and after introducing the pre-order service. This will help him identify whether the new service will help to increase sales and improve the bakery’s performance.

The first SMART Objective is to increase sales revenue by 10% within three months of starting the pre-order service. From the 15 August 2026 to 15 November 2026. This objective is effective because it has a clear and measurable target of increasing sale revenue by 10%. This is more achievable because of its pre-ordering service will make ordering more convenient for customers and may encourage who have stopped visiting regularly to start buying from the bakery again. This is relevant as basil’s main problem, despite an increase in footfall and sales, they remained lower than they were before 2020 level. The three-month time frame makes the objective time- bound and allows basil to evaluate whether the pre-order service has had a positive impact on sales. This will help basil decide whether the service should continue and improve the bakery’s future performance.            

 
[bookmark: _Hlk205981688]

Task 6) Key Findings

· Sale has decrease: Basil’s Bakery sales have remained 25% below pre 2020 levels, showing that the business has not fully recovered from the impact of lockdown.

· Footfall has fallen: The retail park is quieter than in 2019, with fewer customers visiting and several shops closing. This has reduced the number of potential customers for basil bakery.


· Changes in customer habits: more office workers are working remote from home, and some of his most loyal customers have stop visiting his shop, reducing the number of customers purchasing lunch from the bakery during the week.

· Customer demand for convenience: Customers have asked for delivery and pre-ordering services, showing that there is a demand for a more convenient ways to purchase basil’s products.


· Cost and Increasing: higher rent, utilities, business rates, insurance and unpredictable organic ingredient cost are putting the pressure on basils profits and making the current business model less viable. 
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Appendices




Appendix 1 – Task 3a

PMI Evaluation Table

	Online Ordering Delivery Service

	Plus
	Minus
	Interesting

	Can improve sales and revenue.
	Delivery would be very costly
	would offer local delivery only

	Create an extra source of income.

	Basil may not have time to bake. Delivery delays would lead to unhappy customers
	Could expand the bakery customer base.

	
	Would need a reliable delivery a system.
	

	
	Fuel and the delivery van cost may be expensive. 
	

	

	The business may need to pay for app maintenance
More planning and organising are needed.
	




	[bookmark: _Hlk210816971]Pre-Order Service

	Plus
	Minus
	Interesting

	Reduces customers waiting times. Save 
	Requires an online ordering system.
	Customers can order at any time

	Makes purchasing a lot more convenient. Reduces queues during busy periods 

	 Requires regular monitoring
	Promoting special offers, customer may want to spend more through special offers 

	Basil sales can increase through promotions. 

	 
	Basil can plan more effectively by tracking customer’s demand.

	Helps encourage repeat purchases.
	 
	Could reduce waste and save on cost

	Online ordering system provides a smoother and more efficient service
	
	Could build long term customers loyalty through personalised offers and loyalty rewards. Could collect data to understand customers buying habits through


 







Appendix 2 – Task 4a
Implementation Plan

Decrease in sales and footfall.
Online Pre Order service.
	
	WHAT
	HOW

	WHEN

	WHO


	1
	Create a website






	Basil should seek professional help to design and create the website and include secure online payment. That allows customer to view products and place pre-orders. Customers can decide whether to collect and pay, or to pay online for their orders. This service will reduce waiting times, and improver convenience, encourage customers who work from home to visit the retail park. 



	16th August- 23trd August



	The manager Basil
Professional help from a web developer

	2
	Customer survey.  

	Create a survey to understand customer’s likes and dislikes and preferences. Basil can use the results to improve his products and services and customer’s needs.
	
1st  September-30th September
	The manager Basil.
And marketing researcher.


	3
	Promote the basil’s bakery through social media 

 


	Create social media account to promote Basil cakes, bread and pastries, to highlight his artisan baking skills. As he is experienced in using organic ingredients. This can attract new and existing customers.


	
9th September-31st  September

	
The manager Basil 


	4



	Advertise Basil’s Bakery

 
	The feedback will identify what customer’s likes, dislikes and their shopping habits. Basil can use this information to advertise popular products and special offers. basil can also make improvements based on customers feedback 
	1st November-15th November


	The manager Basil













· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Basil’s Bakery should introduce an online pre-ordering service for cakes, bread and pastries. Customers can order online and chooses a convenient collection time.



	Revenue can be measured by comparing sales figures before and after the online pre-ordering service is introduce. 


	A 10% is achievable because online ordering can attract more customers and encourage additional sales.




	Increasing revenue is important as basil’s sales are still 25% below pre-2020 levels, so the business need to improve its financial performance.





	Basil should achieve the 10% increase in revenue within three months of launching the online pre-ordering service.
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