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[bookmark: _Hlk205979492]Task 1: Overview of Case-study
Basil’s Bakery is a small independent artisan bakery in a Coventry retail park. Sales grew each year after it opened in 2015, but fell sharply during the 2020 lockdown, and that fall was not simply a short-term effect of Covid-19. Longer-term changes in customer behaviour have kept sales flat at roughly 25% below the 2019 level between 2023 and 2025. The main problem is that the current business model relies heavily on physical footfall, while customer habits and the local retail environment have moved on. Fewer visitors to the retail park, nearby shop closures, more people working from home, higher overheads and unpredictable organic ingredient costs are all pushing sales down and making the business less viable. These pressures are not unique to Basil. Bakeries and high-street locations are under the same strain nationally (British Baker, 2025), and the rise in hybrid working has cut the weekday footfall that high streets and town centres long relied on (Centre for Cities, 2025). Basil’s Bakery therefore needs to adapt its business model by reaching more customers, making better use of digital channels and looking at other ways of trading, and it needs to weigh up which options suit the business.

Task 2: Two Proposed Solutions
Solution A: QR Ordering App with Click-and-Collect, 20% Download Voucher and 10% Collection Discount
Solution A is to introduce a simple QR ordering app. Customers would scan a QR code shown in the bakery window, on receipts, on flyers and on social media. They could then pre-order products, choose click-and-collect, get a 20% voucher for downloading the app and a further 10% off when collecting in store. This tackles Basil’s reduced footfall and long waiting times head on, since customers can order before they arrive and still come into the shop to collect. The collection discount gives people a reason to come back to the retail park, and the download voucher gives them an immediate reason to try the new system. Basil has limited time and cash. An option only counts as realistic if it fits the resources he actually has (Chartered Management Institute, 2015a, 2015b).

Solution B: Increased Digital Advertising and Student Marketing Campaign
[bookmark: _Hlk205981406]Solution B is to step up Basil’s digital advertising and run a student marketing campaign. This would cover regular social media posts, paid local adverts, promotions aimed at students and a clear student discount to bring in a younger crowd. It could help Basil reach people who do not currently come to the retail park, including students and local residents who may never have heard of the bakery. It also builds brand awareness and gives him a way to talk about his organic, artisan and freshly baked products. Advertising alone has a limit. It does nothing about the waiting times or the difficulty of taking orders over the phone. It is worth doing, but it is less complete than Solution A because it raises awareness rather than changing how customers actually order. The test is whether an option fixes the problem in front of Basil, not whether it sounds appealing (Chartered Management Institute, 2015a).

[bookmark: _Hlk208302504]Task 3b: Evaluation Results and Justification

The PMI evaluation in Appendix 1 points to Solution A as the preferred option, scoring +16 overall against +10 for Solution B. PMI is useful because it weighs up the positive, negative and interesting implications of a decision before it is put into practice (de Bono, 1994). Solution A scored higher because it tackles several parts of Basil’s problem at once: reduced footfall, long waiting times, missed telephone orders and the general inconvenience for customers. The QR ordering app gives customers an easier way to order, the 20% download voucher gets them to try it, and the 10% collection discount brings them into the shop rather than leaving them expecting delivery. Solution B still has value, since digital advertising and student marketing could raise awareness and bring in new customers, but it does not deal with the ordering and waiting-time problem as directly. Basil should therefore take Solution A as his main route and use parts of Solution B later to promote the app. Comparing the two before committing is what makes that choice defensible rather than a hunch (Chartered Management Institute, 2015b).

Task 4b: Risk Analysis and Feasibility of the Selected Solution
The chosen solution is workable because it can be brought in stages and does not pull Basil away from the bakery during production. The main risks are low take-up of the app, customers finding it confusing, the discounts eating into profit, missed orders and technical faults. These can be kept in check with a simple app layout, a limited menu to begin with, clear cut-off times for orders, restricting the 20% voucher to first-time downloads and reviewing sales each week. The collection discount needs watching closely so that it lifts order volumes without damaging margins. A short trial before the full launch matters, because it lets Basil see whether customers follow the QR process and whether the bakery can get orders right. On the whole the risks are manageable, since the solution can be scaled up gradually and adjusted using customer feedback and sales data. None of this removes the risk. It does mean Basil goes in knowing where the weak points are (Chartered Management Institute, 2015a).
Task 5b: Justification for the Implementation Plan
The implementation activities are sequenced to keep risk down and to keep the change realistic for a small independent bakery. The first stage is planning products and discounts, because Basil has to decide which products can be ordered through the app and how the 20% download voucher and 10% collection discount will be controlled.

The second stage is setting up the QR ordering app and the collection process so that customers get clear instructions. A trial then runs with loyal customers before the full launch, which gives Basil a chance to catch any problems in order handling, pricing or collection times. Promotion comes last, and deliberately so. Advertising a process that does not yet work reliably would cost Basil customer trust. Most of the responsibility sits with Basil, since he runs production and deals with customers, though he may need technical help to set the app up. Each stage therefore has a named owner, a timescale and something specific to deliver (Chartered Management Institute, 2015a).


Task 6b: KPI, SMART Objectives, Monitoring and Evaluation
The KPI chosen is weekly QR app order value, which should account for 12% of total weekly sales. That is the right measure because Basil’s core problem is lower sales and too much reliance on walk-in customers. The SMART objective in Appendix 4 is to reach at least 12% of total weekly sales through QR app orders within 12 weeks of launch, starting in the first week of October, while still getting orders out accurately. It is specific because it focuses on QR app orders, measurable through weekly sales records, attainable because it starts with existing customers and promotional vouchers, relevant because it addresses reduced footfall and time pressure, and time-bound because it is reviewed after 12 weeks. Each week Basil should look at the number of QR orders, voucher redemptions, use of the collection discount, missed orders and customer feedback. If he is falling short, he can change the menu, the wording of the promotion or the collection times. A single clear number is easier to act on than a general sense that trade is up or down (Gibson, 2023).

Task 7: Key Findings
· Basil’s Bakery’s main problem is that sales are still around 25% below the 2019 level, while the business continues to depend heavily on customers coming to the retail park.
· Changes in customer behaviour, reduced footfall, higher running costs and unpredictable organic ingredient prices mean the current business model has to adapt.
· The QR ordering app with click-and-collect came out as the preferred solution because it deals with both the sales and the customer service problems.
· The PMI analysis gave the QR ordering solution an overall score of +16, compared with +10 for digital advertising and student marketing.
· The proposed 20% download voucher and 10% collection discount can encourage customers to try the new ordering system and continue visiting the bakery.
· The main risks are low customer uptake, reduced profit margins from discounts, incorrect or missed orders and possible technical problems.
· These risks can be reduced by bringing the system in gradually, testing it with loyal customers first and keeping a regular eye on feedback and sales performance.
· Implementation should start with planning products and discounts, then setting up the QR ordering system, testing it with customers, and finally the full launch and promotion.
· The main KPI is for QR app orders to generate at least 12% of total weekly sales within 12 weeks of launch, while maintaining accurate order fulfilment.
· Digital advertising and student marketing are still useful as a supporting solution and can be used later to promote the QR ordering system and bring in new customers.
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Appendix 1 – Task 3a: PMI Evaluation

Solution A: QR Ordering App with Click-and-Collect, 20% Download Voucher and 10% Collection Discount

	Plus
	Minus
	Interesting

	Improves ordering convenience and reduces queue pressure (+4)
	Requires app or ordering platform setup (-2)
	QR data can show popular products and peak collection times (+3)

	20% download voucher encourages customers to try the app (+4)
	Discounts may reduce margin if not controlled (-3)
	App users can be targeted with future promotions (+2)

	10% collection discount encourages customers to return to the shop (+4)
	Some customers may not want to use an app (-1)
	Could later support loyalty points or seasonal offers (+2)

	Supports hybrid workers by allowing planned collection (+3)
	Needs regular order checking during production (-2)
	May improve production planning and reduce waste (+2)

	Total: +15
	Total: -8
	Total: +9




Overall total for Solution A: +16
Solution B: Increased Digital Advertising and Student Marketing Campaign
	Plus
	Minus
	Interesting

	Increases awareness beyond the retail park (+4)
	Advertising spend may not convert into sales quickly (-3)
	Student campaign may create repeat customers (+2)

	Student marketing attracts a new customer group (+3)
	Requires regular content creation and monitoring (-2)
	Could be linked later to the QR app promotion (+2)

	Promotes organic and artisan product quality (+3)
	Does not directly reduce waiting times (-2)
	Can test which offers perform best online (+2)

	Flexible and can be started with a small budget (+2)
	Student discounts may reduce margin if too broad (-2)
	Could build stronger brand identity locally (+1)

	Total: +12
	Total: -9
	Total: +7



Overall total for Solution B: +10
The PMI result shows Solution A is the stronger option: it scores higher overall and deals with both the sales and the service problems. Solution B is better kept for promotion later on, once Solution A is in place.

















Appendix 2 – Task 4a: Risk Analysis

Risk analysis table
	What could cause a risk?
	Likelihood
	Impact
	Risk Factor
	What can you do to stop this happening?
	If it happens – what can you do to limit the impact?

	Low QR app uptake
	3
	4
	12
	Look at other marketing channels
	Widen social media use and cover the local area with marketing.

	Discounts reduce profit margin
	4
	4
	16
	Limit the 20% voucher to a first app download and apply the 10% collection discount to selected products only.
	Review the sales coming through QR orders to see which products sell best, and plan production around that.

	Incorrect or missed QR orders
	3
	4
	12
	On the day, put the effort in to replace or correct the missed order.
	Keep a log of complaints and errors from QR ordering, so the business can review them and work out how to cut mistakes down.



Appendix 3 – Task 5a: Implementation Plan
Implementation plan table
	No.
	What
	How
	When
	Who

	1
	Plan products and discounts
	Choose app products, confirm prices, set the 20% download voucher and 10% collection discount rules.
	Week 1 (starting first week of September 2026)
	Basil

	2
	Set up QR ordering app
	Create QR code, customer order page, collection time options and order confirmation process.
	Week 2-3
	Basil with app/platform support

	3
	Trial with loyal customers
	Run a one-week test, check order accuracy, customer understanding and collection flow.
	Week 4
	Basil and staff

	4
	Launch and promote
	Display QR codes, promote the voucher and discount, and review weekly sales and feedback.
	Weeks 5-16
	Basil and staff



Appendix 4 – Task 6a: KPI and SMART Objective
The Key Performance Indicator is: weekly QR app order value makes up 12% of total weekly sales.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch a QR ordering app with click-and-collect for selected bakery products.
	Achieve QR app order value equal to at least 12% of total weekly sales.
	Use existing loyal customers, a 20% download voucher and a 10% collection discount to encourage take-up.
	Directly addresses reduced footfall, waiting time and changed customer behaviour.
	Review performance after 12 weeks from launch.






Page 2 of 2

