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Task 1: Overview of Case-study

[bookmark: _Hlk205979492][bookmark: _Hlk210817679]Basil’s Bakery is an independent artisan bakery located in a Coventry retail park. The business grew steadily from 2015 until 2019, but sales declined sharply during the 2020 lockdown (LCLM4004 Assignment 2 Case Study). Although footfall partially recovered, sales have remained 25% below 2019 levels between 2023 and 2025. This aligns with wider UK retail trends showing reduced footfall and increased vacancy rates (CBRE, 2024; BRC, 2023). Hybrid working patterns have also reduced daily visits to retail parks (ONS, 2024). Rising overheads and unpredictable organic ingredient costs (Soil Association, 2023) have increased financial pressure. Basil now seeks a detailed analysis of the issues affecting sales. 


















[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions

Solution 1: Online Pre‑Order and Click‑and‑Collect System 
Customers have requested a pre‑ordering option due to long waiting times during busy periods (LCLM4004 Assignment 2 Case Study). A digital pre‑order system would allow customers to place orders in advance, improving convenience and reducing queues. This approach aligns with consumer trends favouring convenience‑based retail solutions (Centre for Retail Research, 2024). It would also help Basil manage production more efficiently by predicting demand and reducing waste

Solution 2: Partnership with a Local Delivery Service
Some loyal customers who now work from home have requested a delivery service (LCLM4004 Assessment 2 Case Study). Since Basil cannot leave the bakery to deliver products himself, partnering with a third‑party courier would allow him to offer delivery without increasing his workload. Delivery services could expand the bakery’s reach beyond the retail park, attracting customers who no longer visit the area regularly. This aligns with increased demand for home‑delivered food products following the rise in hybrid working (ONS, 2024).











Task 3a — Grid Analysis 
A Grid Analysis was conducted to evaluate both solutions using weighted criteria: cost, ease of implementation, impact on sales, and long‑term sustainability (Johnson, Whittington & Scholes, 2020). Scores were assigned on a scale of 1–5 and multiplied by each criterion’s weighting. The pre‑order system achieved a significantly higher total score due to lower implementation costs, greater operational feasibility, and stronger alignment with customer behaviour. The delivery partnership scored lower due to higher costs and reliance on external providers. Full scoring is provided in Appendix 1.

Task 3b — Explanation of Results & Preferred Solution 
The Grid Analysis results indicate that the pre‑order click‑and‑collect system is the preferred solution. Although delivery could expand customer reach, it scored lower due to higher costs and operational complexity. The pre‑order system directly addresses customer complaints about waiting times (LCLM4004 Assignment 2 Case Study) and supports hybrid workers who plan visits in advance (ONS, 2024). It is easier to implement, more cost‑effective, and offers long‑term sustainability by improving workflow efficiency and demand forecasting (Centre for Retail Research, 2024). Therefore, Solution 1 is selected as the most viable option.











Task 4a — Risk Analysis of the Selected Solution 
A Risk Analysis was conducted for the pre‑order system. Potential risks include technical issues during setup, customer reluctance to adopt digital ordering, data security concerns, and increased workload during peak times. Each risk was assessed for likelihood and impact, and mitigation strategies were developed. Rising operational costs and financial pressures on small businesses (FSB, 2023) were also considered. The full risk table is provided in Appendix 2. Overall, the risks are manageable and can be reduced through careful planning, platform selection, and staff training.

Task 4b — Explanation of Results & Feasibility 
The Risk Analysis shows that the pre‑order system is highly feasible. Most risks have low to moderate likelihood and can be mitigated through actions such as choosing a reliable platform, providing customer guidance, and ensuring cybersecurity compliance. The potential benefits—reduced waiting times, improved customer satisfaction, and increased sales—outweigh the risks. The solution aligns with customer behaviour trends identified in the case study (LCLM4004 Assignment 2 Case Study) and wider retail trends (Centre for Retail Research, 2024). Therefore, the pre‑order system is practical, sustainable, and suitable for improving Basil’s sales performance.







Task 5a — Implementation Plan 
The implementation of the online pre‑order and click‑and‑collect system will follow a structured, phased approach to ensure smooth integration into Basil’s existing operations.
Week 1: Research and Platform Selection - Basil will review pre‑order software options, focusing on affordability, ease of use, and suitability for small businesses (FSB, 2023).
Week 2: System Setup and Customisation - The chosen platform will be configured with menu items, pricing, collection times, and order limits. Branding elements such as the bakery logo and product images will be added.
Week 3: Staff Training - Basil will train staff on managing orders, updating menus, and handling customer queries. A workflow will be created to integrate pre‑orders into daily production.
Week 4: Soft Launch - A small group of loyal customers will test the system. Feedback will be collected and adjustments made to timings, order limits, or menu layout.
Week 5: Full Launch and Promotion - The system will be promoted through in‑store signage, social media, and direct communication with regular customers. Basil will monitor order volumes and customer satisfaction during the first month.

Task 5b — Justification of Activities, Timings, Order & Responsibilities 
The phased timeline ensures manageable implementation for a small business with limited staffing. Research prevents costly mistakes and ensures the chosen system meets operational needs (FSB, 2023). Customisation allows Basil to tailor the platform to his workflow. Staff training reduces errors and builds confidence. A soft launch identifies issues before full deployment, reducing risk. Promotion ensures customers are aware of the new service, supporting adoption and maximising sales impact (Centre for Retail Research, 2024).

[bookmark: _Hlk205981688]
Task 6a — KPI and SMART Objectives 
Key Performance Indicator (KPI): Increase monthly sales revenue following the implementation of the pre‑order system.
SMART Objectives:
· Specific: Increase monthly sales by attracting hybrid workers and returning customers through the new pre‑order system.
· Measurable: Achieve a 10% increase in monthly sales within the first three months of implementation.
· Achievable: The pre‑order system improves convenience and reduces waiting times, encouraging more frequent purchases (LCLM4004 Assessment 2 Case Study). 
· Relevant: Increased sales directly address Basil’s core problem of a 25% decline compared to 2019 levels (CBRE, 2024; BRC, 2023).
· Time‑Bound: Reach the 10% sales increase by the end of the third month after launch.

Task 6b — Use of Metrics to Monitor and Evaluate Effectiveness 
[bookmark: _Hlk208302504]The KPI and SMART objectives will be monitored using Basil’s monthly sales records, comparing pre‑order system performance against baseline figures from the previous quarter. Tracking the number of pre‑orders placed each week will help identify adoption trends and customer engagement. If sales increase steadily and reach the 10% target within three months, the solution can be considered effective. Customer feedback collected during this period will provide qualitative insight into satisfaction levels. If targets are not met, Basil can adjust marketing efforts, refine the ordering process, or expand menu options to improve performance (Johnson, Whittington & Scholes, 2020). 







Task 7 — Key Findings Summary 

· Sales have stagnated at 25% below 2019 levels due to reduced retail park footfall and hybrid working patterns (LCLM4004 Assignment 2 Case Study; ONS, 2024).
· Shop closures and customer redundancies have reduced Basil’s core customer base (CBRE, 2024). 
· Rising overheads and unpredictable organic ingredient costs are increasing financial pressure (Soil Association, 2023; FSB, 2023). 
· Customers request delivery and pre‑ordering, but Basil cannot meet demand with current systems.
· Two solutions were proposed: a pre‑order click‑and‑collect system and a delivery partnership.
· Grid Analysis identified the pre‑order system as the preferred option (Johnson et al., 2020). 
· Risk Analysis shows the solution is feasible with manageable risks.
· Implementation plan supports a phased, low‑cost rollout.
· KPI and SMART objectives will track sales improvement.
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Appendices


Appendix 1 — Grid Analysis Table
Evaluation of Proposed Solutions Criteria are weighted to reflect importance to Basil’s Bakery. 
	Criteria
	Weigh
	Solution 1: Pre‑Order System
	Score Weight
	Solution 2: Delivery Partnership
	Score Weight

	Cost
	0.30
	4
	1.2
	2
	0.6

	Ease of Implrmentation
	0.25
	5
	1.25
	2
	0.5

	Impact on Sales
	0.30
	4
	1.2
	3
	0.9

	Long-Term Sustainability
	0.15
	4
	0.6
	3
	0.45

	Total Score
	1.00
	4.25
	-
	2.45
	-



Result: Solution 1 (Pre‑Order System) scores 4.25, significantly higher than Solution 2 (Delivery Partnership), which scores 2.45.









Appendix 2 — Risk Analysis Table
Risk Assessment for Pre‑Order Click‑and‑Collect System
	Risk
	Likelihood
	Impact
	Risk Level
	Mitigation

	Technical issues during setup
	Medium
	Medium
	Moderate
	Choose a reputable platform; test before launch

	Customer reluctance to adapt
	Low
	Medium
	Low
	Provide clear instructions; promote benefits

	Data security concerns
	Low
	High
	Moderate
	Use secure, GDPR compliant software

	Increased workload during peak times
	Medium
	Medium
	Moderate
	Set order limits; adjust staffing during busy periods

	Errors in order management
	Medium
	Medium
	Moderate
	Staff training; simple workflow processes 
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