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1.Overview of Basil Bakery
Basil's Bakery is an independent artisan bakery in Coventry that opened in 2015 and initially achieved steady growth through its high-quality organic products and convenient retail park location. However, sales declined during the COVID-19 pandemic and have remained around 25% below 2019 levels. Reduced footfall, hybrid working patterns, and neighboring business closures have lowered customer demand. Rising costs for rent, utilities, insurance, and organic ingredients have increased financial pressures. Although customers have requested delivery and pre-order services, Basil struggles to provide these while maintaining on-site production, creating concerns about the bakery's long-term sustainability and future growth.

2. Proposed Solutions
Solution 1: Introduce Online Ordering, Pre-order and Delivery Services
Basil’s Bakery should introduce an online ordering system that allows customers to pre-order products for collection or home delivery. This would respond to changing customer needs and make products more accessible to those working from home or unable to visit the retail park. Pre-ordering would reduce waiting times and improve operational efficiency by limiting telephone orders during busy baking periods. Delivery services could also generate additional revenue and expand the bakery’s customer base beyond its local area. Implementing digital ordering would improve convenience and help Basil adapt to changing consumer behaviour (Chaffey, 2022).
Solution 2: Improve Digital Marketing and Introduce a Loyalty Programme
Basil’s Bakery should strengthen its digital marketing through social media, email campaigns and a customer loyalty programme. Regular online promotion of new products, seasonal offers and daily specials would increase brand awareness and encourage customer engagement. A loyalty scheme rewarding repeat purchases could improve customer retention and increase visit frequency. Email marketing would help maintain relationships with existing customers while attracting new ones through targeted promotions. These strategies are relatively low-cost, making them suitable for a small independent business, while supporting long-term sales growth and customer loyalty (Kotler and Keller, 2022).

3b. Preferred Solution
The preferred solution is to introduce an online ordering, pre-order and delivery service. This recommendation directly addresses the main causes of Basil’s declining sales by improving accessibility for customers who work from home or no longer visit the retail park regularly. Customer demand for these services has already been demonstrated through requests for delivery and pre-ordering, indicating that the solution responds to an existing market need rather than creating a new one.
Although implementation will require investment in technology and staff training, the long-term benefits are likely to outweigh these costs. The service would reduce waiting times, increase customer convenience and create an additional revenue stream through delivery orders. While digital marketing remains important, its effectiveness would be greater when promoting a functioning online ordering platform rather than relying solely on encouraging customers to visit the bakery in person. Therefore, the online ordering and delivery service offers the strongest opportunity to improve sales performance and support the long-term sustainability of Basil’s Bakery.


4b. Justification of the Implementation Plan
The implementation activities are arranged in a logical sequence to ensure the project is completed efficiently. Researching software first allows Basil to choose a system that meets the needs of both the business and its customers while remaining affordable. Website development must be completed before staff training so employees can learn how to use the finished system. Testing before launch reduces the likelihood of technical problems affecting customers and helps protect the bakery's reputation.
Marketing activities are scheduled after the launch because customers can immediately use the service once they become aware of it. Responsibilities have been allocated according to expertise, with Basil overseeing the project and an IT provider managing the technical aspects. This approach improves accountability and ensures each stage of implementation supports the next, increasing the likelihood of a successful outcome (Sproull, 2018).
5b. Monitoring and Evaluation
Monitoring and evaluation are essential to determine whether the chosen solution has achieved its objectives. Basil should review sales reports each month to compare online orders against the KPI target. Website analytics should also be monitored to measure customer activity, including website visitors, completed purchases and repeat customers. Customer satisfaction surveys can provide feedback on the ordering process, delivery service and product quality, enabling Basil to identify areas requiring improvement (Chaffey, 2022). Delivery performance should also be reviewed by monitoring delivery times and customer complaints. If results fail to meet the agreed targets, Basil can investigate the causes and adjust pricing, marketing or delivery arrangements. Regular monitoring enables informed decision-making and ensures the business continues improving after implementation. By comparing actual performance against the KPI and SMART objectives, Basil can evaluate whether the online ordering system has successfully increased customer convenience, improved sales and supported the long-term sustainability of the bakery.

6. Key Findings
· Basil's Bakery has experienced declining sales because of reduced customer footfall, changing working patterns and increasing operating costs.
· Customers have requested online ordering, pre-order and delivery services to improve convenience.
· Two solutions were evaluated using the PMI technique, with online ordering identified as the preferred option.
· A structured implementation plan provides clear guidance for introducing the new service.
The chosen KPI and SMART objectives allow Basil to measure improvements in sales, customer satisfaction and operational performance.
Continuous monitoring and evaluation will support future decisions and help ensure the long-term success of the business.
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Appendix A – PMI Analysis

PMI Evaluation Table
	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Meets customer demand and improves convenience (+2)
	High setup and maintenance costs (-2)
	Can collect customer data for future marketing (+1)

	Increases sales through delivery and online orders (+2)
	Requires staff training (+1)
	Expands customer base beyond the retail park (+2)

	Reduces waiting times and improves efficiency (+1)
	Delivery logistics may cause delays (-1)
	Improves competitiveness with other bakeries (+1)

	Creates an additional revenue stream (+1)
	Ongoing technology updates required (-1)
	Supports long term business growth (+2)

	
TOTAL: 6
	
TOTAL: -4
	
TOTAL: 6




[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 8

(de Bono, 1992)
	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Increases brand awareness (+2)
	Requires regular content creation (-1)
	Building stronger customer relationships (+2)

	Encourages repeat purchases (+2)
	Results may take time to appear (-1)
	Provides customer insights through loyalty data (+1)

	Low-cost marketing strategy (+2)
	Requires ongoing monitoring (-1)
	Can promote seasonal products effectively (+1)

	Improves customer loyalty (+2)
	Success depends on customer engagement (-1)
	May increase word of mouth recommendations (+2)

	
TOTAL: 8
	
TOTAL: -4
	
TOTAL: 6



Therefore: Overall Total for Name (for Solution B) = 10

(de Bono, 1992)









Appendix B – Implementation Plan
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Platform selection 


	Research and compare online ordering platforms based on cost, features, payment options and technical support. Select the most suitable system for Basil’s Bakery.


	Week 1

	Business owner


	



	2
	System development


	Create the online ordering system with secure payments, pre-order options, click-and-collect and home delivery features.


	Week 2-3

	Business owner and IT provider 


	



	3
	Delivery set up and staff training

	Organise delivery arrangements by choosing a courier or employee delivery service. Train staff to manage online orders, payments and customer enquiries.


	Week 4-5
	Business owner and bakery staff


	



	4
	Testing and launch 

	Test the website and ordering process, resolve issues, launch the service, and promote it through social media, email marketing and in-store advertising.


	Week 6-8

	Business owner and marketing support

	





(Project Management Institute, 2021)
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch an online ordering, pre-order and delivery service to improve customer convenience, increase online sales and reduce waiting times.






	Increase online orders by 20%, reduce customer waiting times by 30%, and achieve 90% customer satisfaction, measured through sales reports and customer feedback surveys





	The objectives are realistic because customers have already requested online ordering and delivery services, and the implementation plan provides a structured approach to introducing them.





	The objectives support Basil's Bakery's aim of increasing sales, improving customer satisfaction and adapting to changing consumer behaviour following declining footfall.





	Achieve objectives within six months of launching the online ordering and delivery service, with monthly reviews to monitor progress against the KPI.







Appendix C – KPI and SMART Objectives
The Key Performance Indicator is: Increase the number of online orders by 20% within six months of launching the online ordering, pre-order and delivery service.
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