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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is an independent Artisan business established in 2015 in Coventry retail park. It is known for producing handcrafted breads, cakes and pastries using high-quality organic ingredients. The bakery experienced steady growth until 2020, when COVID-19 restrictions caused a sharp decline in customer footfall. Although sales improved after lockdown, they have remained approximately 25% below 2019 levels. The root problem is the sustained reduction in customer footfall within the retail park. Thia decline has directly limited Basil’s customer base and reduced sales opportunities. The bakery’s location within a retail park is a key contributing issue. Retail parks typically rely on high and consistent footfall to support surrounding businesses, and this footfall has significantly declined in recent years. Therefore, the problem is not that Basil operates an independent bakery in Coventry, but that the retail park environment no longer provides that customer volume required for sustained sales and visibility.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Developing Social Media Presence
Basil has limited digital skills; therefore, the proposed solution is to develop an engaging and consistent social media presence for the bakery. Strengthening Basil’s online visibility would help attract new customers, communicate product offerings more effectively, and compensate for reduced footfall in the retail park. Social media allows small businesses to connect with customers, promote products and share updates quickly. By using social media platforms, Basil can show new items, advertise offers and build stronger engagement. This helps attract new customers, improve visibility and reduce on word-of-mouth. It also gives Basil a way to understand customer preferences and monitor competitors. This solution supports the root problem by increasing Basil’s visibility and attracting customers beyond the retail park. A consistent social media presence strengthens engagement, builds brand awareness and encourages new visits. Customer comments and reviews also provide useful insight into preferences, helping Basil adjust products and services. Overall, social media helps expand the customer base, directly addressing reduced footfall.
Solution B: Reducing Cost Of Ingredients
[bookmark: _Hlk205980222]Organic ingredients have become increasingly expensive due to climate related supply issues, making production costs difficult for Basil to manage. Therefore, the proposed solution is to adjust ingredient sourcing by using more affordable alternatives where appropriate. This approach aims to reduce overall costs and stabilise pricing without compromising the core product range. Lower costs ingredients can help reduce production expenses and stabilize prices during periods of inflation. Although minor changes in taste or quality may occur, careful selection of reasonable alternatives can minimise this. Basil could also source ingredients locally rather than relying on imports, which may moreover reduce costs. This solution will help Basil because lowering ingredient costs gives him more control over his spending, especially when prices keep rising and footfall is dropping. If he can reduce the amount he pays for stock, he won’t need to increase his product prices as often, which makes the bakery more affordable for customers who might already be visiting less. Cheaper or locally sourced ingredients also mean Basil can keep producing the same amount of goods without worrying about unpredictable organic supply issues. Overall, cutting costs helps stabilize the business while he deals with fewer customers coming into the retail park.

Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation, Solution A (Social Media Engagement) is the most appropriate option to progress with. Both solutions may have scored equally, the criteria used in the PMI focused on long term impact, relevance to the root pf the problem, and potentially for growth sustainability. Furthermore, these criteria were selected because they directly relate to Basil’s core challenges. The weightings that I propose are due to reduced footfall in the customer sector. Weightings were applied by prioritising factors that influence customer attraction, visibility and engagement, as these are essential for rebuilding the customer base. Solution B offers financial breathing room, but unfortunately it does not address the real underlying issue of the declining customer base and dwindling numbers. On the other hand, Solution A provides a substantial practical approach and method for reaching new audiences and increasing brand awareness beyond the park itself. Consequently, Solution A is the preferred solution because this directly supports customers and offers long term strategic value for Basil’s Bakery.
Task 4b) Justifications for the Implementation Plan
[bookmark: _Hlk205981406]The implementation plan uses a phased, low-risk approach to introduce a pre-order system that minimises operational disruption and controls costs during the financial crisis. Choosing Basil to manage and lead, communicate, monitor and do weekly reviews, ensures centralised accountability, consistent service quality, and rapid adaptation based on direct customer feedback.
Task 5b) Justifications for the KPI and SMART Objectives
The KPI of achieving 10 pre-orders per day is justified because it directly measures whether the new system is improving customer convenience. It is simple for Basil to track and show customer uptake. Pre-orders increasing, indicates waiting time have reduced and the service is smoother. This supports Basil’s Bakery goal pf attracting more customers. This KPI Is practical, provides evidence and is relevant to the root of the problem, overall if connects to see whether the new process is working. Key improvements linked to customers satisfaction and efficiency. Increasing pre-orders, reducing waiting times and overall achieving positive feedback all support a better customer experience. The main object in sales is to improve convenience which in-turn increases revenue daily. Having a stable 95% accuracy ensures reliability and prevents customer frustration. Specifically, all objectives are measurable and achieve, where making them suitable for tracking and evaluating the progress of the new systems success.










Task 7) Key Findings
· [bookmark: _Hlk208302504]The root problem affecting Basil’s Bakery is sustained reduction in customer footfall within the retail park, which continues to limit sales opportunities.
· The PMI evaluation showed that although both solutions scored equally, developing a social media presence is the most effective long-term option because it directly targets visibility and customer attraction.
· The implementation plan for the pre order system is structed, low risk and designed to improve convenience, reduce waiting times and increase customer satisfaction.
· The SMART objectives and KPI provide clear, measurable indicators that support tracking progress and evaluating whether the new system improves customer engagement and daily sales.



















Reference List
Doran,G.T. (1981) _’There’s a S.M.A.R.T. way to write management’s goals and objectives’ - Management Review, 70 (11), pp.35-36. Available at: Doran, G.T. (1981) There’s a SMART Way to Write Management’s Goals and Objectives. Journal of Management Review, 70, 35-36. - References - Scientific Research Publishing (Accessed on:15th July 2026)
Parmenter, D. (2019) Key Performance Indicators: Developing, Implementing, and Using Winning KPIs. 4th ed. Hoboken, NJ: John Wiley & Sons. Available at: https://onlinelibrary.wiley.com/doi/epdf/10.1002/9781119201038.ch6 (Accessed: 21st July 2026).
Cottrell, S. (2023) Critical thinking skills : effective analysis, argument and reflection / Stella Cottrell. 4th ed. London: Bloomsbury Academic.
Chaffey, D. and Ellis‑Chadwick, F. (2019) Digital Marketing. 7th ed. Harlow: Pearson Education. Available at: https://books.google.com (Accessed: 21st July 2026).
Slack, N., Brandon‑Jones, A. and Burgess, N. (2023) Operations Management. 10th ed. Harlow: Pearson Education. Available at: https://www.vitalsource.com/products/operations-management-nigel-slack-alistair-brandon-v9781292408224   (Accessed: 21st July 2026).





Appendices



















Appendix 1 – Task 3a

PMI Evaluation Table

	Developing Social Media Presence

	Plus
	Minus
	Interesting

	Increases visibility beyond the retail park
	Requires digital skills Basil does not currently have
	Could introduce pre ordering through online platforms

	
Attracts new customers and improves engagement
	Time-consuming to manage consistently
	Allows real time customer feedback

	Low-cost marketing compared to traditional advertising

	Risk of negative reviews if not monitored
	Opportunity to showcase daily products visually

	Helps rebuild customer base affected by reduced footfall
	May require training or external support
	Can be linked to promotions and seasonal campaigns

	Creates opportunities for partnerships with local businesses and influencers
	
	








	Reducing Cost Of Ingredients

	Plus
	Minus
	Interesting

	Reduce production costs
	Potential impact on taste and product quality
	Could introduce new product variations

	Helps stabilise pricing for customers

	May weaken the bakery’s organic brand identity
	Local suppliers may offer seasonal deals

	Less reliance on unpredictable organic supply

	Customers may notice changes in ingredients
	Opportunity to test cost-effective recipes

	Supports financial sustainability
	Does not address reduced footfall
	Could improve supply consistency


Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving pre-orders
Name the solution you are implementing: Introducing a paper‑based pre‑order system with fixed collection slots.
	
	WHAT

	HOW

	WHEN

	WHO

	1
	Set up basic pre-order process for customers.
	Create a paper- based order sheet and a dedicated order window where customers can place requests for next-day collection.
	
1st August 2026- 7th August 2026
	Basil prepares the order sheets and manages daily entries.

	2
	Introduce fixed collection time slots.
	Offer customers set collection times (e.g. 9am, 12pm, 3pm) to reduce peak-time queues.
	10th August 2026 – 17th August 2026


	Basil communicates the new system to regular customers.

	3
	Trial an in-store “order & pay” station
	Place a small counter with order forms and a drop-box for customers to submit next-day orders without waiting.
	29th August 2026 – 9th September 2026


	Basil monitors usage &adjust the process.

	4
	Review & refine the system
	Track order numbers, customer feedback and waiting times to identify improvements.
	12th September 2026 – 21st September 2026
	Basil review results weekly.




Appendix 3 – Task 5a
The Key Performance Indicator is: Number of daily pre‑orders placed using the new paper‑based system.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Using a questionnaire or the new paper-based pre-order system.
	Basil will ask 10 questions and reduce waiting times.
	Basil will achieve 80% positive customer feedback
	Basil will increase daily sales by 10%.

	Basil will check each hour on the results.
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