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Task 1: Overview of the Case Study

Basil's Bakery is an independent artisan bakery located within a retail park in Coventry, specialising in high-quality organic bread, cakes and pastries. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic significantly reduced customer footfall and sales. Although trading improved following the removal of lockdown restrictions, sales have remained approximately 25% below 2019 levels, indicating that the business is facing long-term structural challenges rather than a temporary decline.

The root problem affecting Basil's Bakery is the sustained reduction in customer demand caused by changes in consumer behavior and the local business environment. Reduced retail park footfall, increasing shop closures and the growth of hybrid working have all reduced the number of potential customers visiting the area. Consequently, Basil has become increasingly reliant on a shrinking customer base.

Several additional factors have contributed to this problem. The bakery does not currently offer a delivery service despite customer demand, limiting its ability to reach former customers who now work remotely or no longer visit the retail park. Furthermore, the lack of an effective pre-order system has resulted in longer waiting times during busy periods, which may discourage repeat purchases and reduce customer satisfaction. At the same time, rising operating costs, including rent, utilities, insurance, business rates and the unpredictable price of organic ingredients, have placed significant pressure on profitability. Collectively, these internal and external factors threaten the long-term sustainability of the business and demonstrate the need for strategic changes to improve accessibility, customer convenience and overall sales performance.




Task 2: Two Proposed Solutions
Solution A Proposal: Online Ordering and Local Delivery Service
A practical solution for Basil's Bakery is to introduce an online ordering and local delivery service. Customers would be able to browse products, place orders through a website or mobile app, and select either home delivery or collection at a convenient time. Partnering with a third-party delivery platform or employing a part-time delivery driver would enable Basil to serve customers who now work from home or no longer visit the retail park regularly. This solution directly addresses the decline in footfall by expanding the bakery's customer reach beyond its physical location. In addition, greater convenience is likely to increase customer satisfaction, encourage repeat purchases and generate additional sales without relying solely on passing trade

 
Solution B Proposal: Digital Pre-Order and Click-and-Collect System
A second solution is to introduce a digital pre-order and click-and-collect system, allowing customers to order products online before arriving at the bakery. Customers could choose a collection time, enabling Basil to prepare orders in advance and reduce waiting times during busy periods. Unlike the current telephone ordering system, an online platform would accept orders automatically without requiring Basil to answer calls while baking. This solution improves customer convenience, enhances operational efficiency and reduces the risk of losing sales due to long queues. By encouraging existing customers to continue purchasing regularly and attracting time-conscious shoppers, the bakery can improve customer satisfaction, increase repeat business and strengthen its competitiveness despite lower retail park footfall.



Task 3b: Evaluation Results and Justification

Based on the PMI evaluation presented in Appendix 1, Solution A – Online Ordering and Local Delivery Service is the preferred option because it achieved the highest overall score. The evaluation was based on four criteria: impact on sales growth, customer convenience, implementation cost and long-term business sustainability. These criteria were selected because they directly address the root problem of declining customer numbers while considering the financial limitations of a small independent business.

The greatest weighting (40%) was assigned to impact on sales growth, as increasing revenue is essential to the long-term viability of Basil’s Bakery. Customer convenience received a weighting of 30% because changing consumer behaviour, including hybrid working, has reduced visits to the retail park. Implementation cost (20%) and long-term sustainability (10%) were also considered to ensure the solution is financially achievable and capable of supporting future growth.

Overall, Solution A provides the greatest opportunity to attract former customers, expand the bakery’s market beyond the retail park and generate additional revenue. Although it requires an initial investment, its long-term benefits outweigh the costs, making it the most appropriate solution to implement.

Task 4b: Justification for the Implementation Plan
The implementation plan has been structured to minimise disruption to Basil’s daily operations while ensuring each activity is completed in a logical sequence. The first stage focuses on researching suitable online ordering and delivery providers before any financial commitments are made. This reduces the risk of selecting an unsuitable system and allows Basil to compare costs and features. Once the platform has been chosen, the website can be developed and tested before staff receive training, ensuring employees understand the new processes before the service is launched.

Responsibilities have been allocated according to expertise. Basil is responsible for approving budgets, selecting suppliers and overseeing product quality, while the web developer and delivery partner provide the necessary technical and logistical support. Staff training is scheduled immediately before the launch so that knowledge remains current. Finally, customer feedback and sales performance are monitored after implementation to identify any operational issues and make improvements. This phased approach reduces implementation risks and increases the likelihood of a successful and sustainable outcome.
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Task 5b: Justification for the KPI and SMART Objectives

The selected Key Performance Indicator (KPI), monthly online sales orders, is appropriate because it directly measures the effectiveness of the proposed online ordering and delivery service. As the primary objective of the solution is to increase sales by reaching customers who no longer visit the retail park, monitoring online orders provides a clear indication of whether the new service is generating additional business and contributing to revenue growth.

The SMART objectives have been designed to support this KPI and provide measurable targets. The objective to increase online orders by a specified percentage within six months is specific, measurable and directly linked to improving sales performance. A customer satisfaction target, measured through online reviews or feedback surveys, ensures that the service maintains high standards and encourages repeat purchases. A delivery performance objective, such as completing 95% of deliveries on time, supports customer confidence and protects the bakery's reputation. Finally, reviewing progress every month enables Basil to compare actual performance with the targets, identify any shortfalls and introduce corrective actions where necessary. Together, the KPI and SMART objectives provide an effective framework for monitoring implementation, evaluating business performance and supporting continuous improvement.
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Task 7: Key Findings
Basil’s Bakery has experienced a sustained decline in sales since 2020 due to reduced retail park footfall, hybrid working patterns and increasing business operating costs.
The analysis identified that introducing an online ordering and local delivery service is the most effective solution, as it enables the business to reach customers beyond its physical location and increase sales opportunities.
The PMI evaluation demonstrated that Solution A achieved the highest overall score because it offers the greatest potential for sales growth, customer convenience and long-term sustainability.
A phased implementation plan, with clearly defined responsibilities, timescales and regular monitoring, will reduce operational risks and support a successful launch.
The proposed KPI and SMART objectives provide measurable performance targets, enabling Basil to monitor progress, evaluate the success of the solution and make informed business improvements where necessary.
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Appendix 1 – Task 3a

PMI Evaluation Table

	 SolutionA Online ordering and local delivery service

	Plus
	Minus
	Interesting

	A attracts customers who work from home or no longer visit the retail park,+5
	Requires additional delivery processes, -4
	Could expand the bakery’s market beyond the local area, +5

	Creates new sales opportunities and increases convenience. +4


	Initial investment may reduce short-term profits, -5
	May encourage repeat purchases through easier ordering -4

	
Provides a modern purchasing option for customers +2
	Requires staff training and system management, -3
	Could improve business resilience in changing markets +5

	
Potential for increased revenue generation. +4
	Website delivery and marketing costs are required, -2
	Partnership with delivery providers may reduce workload -2

	
TOTAL: 15
	
TOTAL: -14
	
TOTAL: 4
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	Solution B:Digital Pre-order and Click-and-Collect System

	Plus
	Minus
	Interesting

	Reduces waiting times and improves convenience+5
	Customers still need to travel to the bakery-4
	Could increase customer satisfaction levels +5

	
Lower cost and easier to 


introduce +4
	Limited ability to attract new customers-3
	Can be introduced alongside existing sales methods -2

	
Encourages planned purchases and repeat orders

+3
	Does not fully replace lost retail part customers -2
	May improve demand forecasting and stock planning -4

	Reduces pressure during busy periods 
+3
	Requires monitoring of online orders -3
	Provide information about customer buying 
Patterns 
+2

	
TOTAL: 15
	
TOTAL: -12
	
TOTAL: 1



Therefore: Overall Total for Name (for Solution B) = 4


Task 3a: PMI Evaluation of Proposed Solutions

The Plus, Minus and Interesting (PMI) technique was selected to evaluate the two proposed solutions because it provides a structured approach for analysing the advantages, disadvantages and possible implications of each option before making a business decision. De Bono (1992) explains that PMI encourages decision-makers to consider factors beyond immediate benefits by examining both positive and negative consequences. The full PMI evaluations for Solution A and Solution B are presented in Appendix 1.

Solution A, the introduction of an online ordering and local delivery service, provides significant benefits by increasing accessibility for customers who no longer visit the retail park and creating opportunities to generate additional revenue. However, the solution requires investment in technology, delivery arrangements and marketing activities, which may increase short-term costs. An interesting consideration is that the service could allow Basil’s Bakery to develop a wider customer base and become less dependent on retail park footfall.

Solution B, a digital pre-order and click-and-collect system, offers advantages including reduced waiting times, improved customer convenience and lower implementation costs. However, its main limitation is that customers must still travel to the retail park, meaning it does not fully resolve the issue of declining footfall. An interesting factor is that it may strengthen relationships with existing customers through improved service quality.

Overall, the PMI analysis indicates that both solutions have potential benefits, but Solution A provides the strongest opportunity to address Basil’s long-term sales decline.



Appendix 2 – Task 4a
Implementation Plan

Name of the problem: Falling sales and fewer customers at Basil's Bakery.
Name of the solution: Introduce an online ordering and delivery service, with a pre-order system to improve customer convenience and increase sales.

:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Customer Research


	Collect customer feedback through surveys and interviews to understand why sales have fallen.


	
Week1

	Business Consultant


	Customer needs and reasons for lower sales are identified.



	2
	Online Ordering System


	Develop and launch an online ordering and pre-order system for customers.


	Week 2


	Basil and Website Developer


	Customers can place orders online and waiting times are reduced.



	3
	Delivery Service Launch


	Introduce a local delivery service for customers who work from home or cannot visit the bakery.


	Week 3-4


	Basil and Delivery Partner


	More customers can buy bakery products from home or work, increasing sales.



	4
	Performance Review


	Review sales, customer feedback and the success of the new services. Make improvements if needed.


	
End of the month

	Basil and Business Consultant


	The success of the new services is measured, and further improvements are identified.






 Explanation
The main problem for Basil's Bakery is that sales have fallen because there are fewer visitors to the retail park, more people work from home, and business costs have increased. This implementation plan focuses on making the bakery easier to use for customers. First, research will identify customers' needs. Next, an online ordering and pre-order system will reduce waiting times. A local delivery service will help customers who cannot visit the bakery. Finally, Basil will review the results to check if sales have improved and decide whether further changes are needed. This plan provides a clear process to improve customer satisfaction and support the long-term success of the business.
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Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase sales by introducing an online ordering, pre-order and local delivery service for Basil's Bakery.





	
Increase monthly sales by 15%, receive at least 50 online orders per month, and reduce customer waiting times by 30%.




	
The target is realistic because customer feedback shows there is demand for online ordering and delivery services.




	
The KPI supports Basil's main goal of increasing sales, improving customer satisfaction and attracting customers who work from home or no longer visit the retail park.




	
Achieve these targets within six months of introducing the new services.





Explanation

The KPI is designed to measure whether the new online ordering, pre-order and delivery services improve the performance of Basil's Bakery. The objective is specific because it focuses on increasing sales through new customer services. It is measurable by tracking monthly sales, the number of online orders and customer waiting times. The target is attainable because many existing customers have already requested these services. It is relevant because the bakery has experienced lower sales due to fewer visitors, changing working patterns and higher business costs. Finally, the objective is time-bound because Basil will review the results after six months. If the KPI targets are achieved, the business can continue developing the services and improve long-term profitability.
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