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Task 1: Overview of Case Study
Basil’s Bakery is a small independent artisan bakery located within a retail park in Coventry, specialising in high quality organic breads, pastries and cakes. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic significantly affected customer demand. Although trading conditions improved following the removal of restrictions, sales remain approximately 25% below 2019 levels due to reduced retail footfall, hybrid working practices, increasing operating costs and changing consumer purchasing behaviour.
The key problem affecting Basil’s Bakery is not the quality of its products, but the business’s dependence on a traditional walk-in retail model that has not adapted to changes in customer expectations. Consumers increasingly seek convenience through online ordering, pre-ordering and delivery services. However, Basil has been unable to introduce these options due to operational limitations.
Cameron (2013) argues that organisations must continually review and adapt their strategies in response to changes within the external environment. Therefore, the decline in sales should be viewed as a business model challenge rather than a product issue. To improve long term sustainability, Basil’s Bakery requires a solution that increases accessibility, strengthens customer relationships and creates additional revenue opportunities.
This report evaluates two potential solutions to address Basil's Bakery's declining sales: (1) Implementing an online ordering, click-and-collect and local delivery service, and (2) Introducing a digital marketing strategy supported by a customer loyalty programme.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Implement an Online Ordering, Click-and-Collect and Local Delivery Service
The first proposed solution is to introduce an online ordering system supported by click-and-collect and local delivery services. This would allow customers to browse available products online, place orders in advance and select either collection or delivery options.
This solution directly addresses the main cause of declining sales by reducing Basil’s reliance on physical customer visits. Customers affected by hybrid working patterns or reduced retail park visits would still be able to purchase products conveniently. Cameron and Green (2020) highlight that successful organisational change requires businesses to adapt their operations to changing external conditions and customer expectations.
Introducing digital purchasing channels would also create operational benefits. Advance ordering would allow Basil’s Bakery to better forecast demand, improve stock management and reduce product waste. In addition, customer purchasing data could provide valuable information about buying trends, allowing the bakery to improve product planning and introduce targeted promotions. Eid (2013) suggests that digital customer engagement can improve satisfaction and loyalty by creating more convenient and personalised purchasing experiences. Similarly, Radionova-Girsa, Batraga and Salkovska (2019) found that businesses offering online purchasing channels are better positioned to respond to changing customer expectations and maintain competitiveness. 
However, the introduction of an online ordering and delivery service is not without challenges. Initial implementation costs, including website development, payment systems, delivery logistics and staff training, may place short-term financial pressure on a small independent business. There is also a risk that demand for delivery services may initially be lower than anticipated, potentially delaying the return on investment. Furthermore, Basil must ensure that product quality and customer service remain consistent during delivery to protect the bakery's reputation. Despite these limitations, the strategic benefits outweigh the associated risks because the proposal directly addresses the root cause of declining sales rather than merely treating its symptoms. Unlike promotional activities that depend on customers visiting the retail park, this solution expands Basil's market beyond its physical location, creating a more resilient business model that is less vulnerable to changes in footfall or future economic.
Solution B: Introduce a Digital Marketing and Customer Loyalty Programme
The second proposed solution is to develop a digital marketing strategy supported by a customer loyalty programme. This would involve increasing Basil’s online presence through social media platforms, email marketing, local online communities and promotional campaigns. A loyalty scheme could encourage repeat purchases by rewarding customers through discounts, free products or exclusive offers.
Effective communication is important in maintaining customer relationships and encouraging repeat purchasing behaviour. Quintanilla and Wahl (2020) explain that consistent and relevant communication strengthens relationships between organisations and their stakeholders. Similarly, Thompson (2018) highlights that effective communication improves engagement by ensuring messages remain clear and customer focused.
This solution would improve Basil’s brand awareness and strengthen relationships with existing customers. It would also require lower initial investment compared with developing a full online ordering and delivery system.
However, while digital marketing may increase awareness and customer engagement, it does not resolve the fundamental accessibility problem. Customers who no longer visit the retail park due to hybrid working arrangements or changing lifestyles would still face barriers when purchasing products. Therefore, although a loyalty programme could support business growth, it would not provide the same level of strategic improvement as Solution A. 
Task 3b: Evaluation Results and Justifications
The PMI evaluation in Appendix 1 identifies Solution A as the most appropriate option, achieving an overall score of 21, compared with Solution B’s score of 11.
Solution A achieved higher scores because it directly addresses the underlying causes of declining sales by improving customer convenience, increasing accessibility and creating new purchasing opportunities. The solution supports long term sustainability by allowing Basil’s Bakery to reach customers beyond the physical retail location.
Although Solution A involves greater implementation costs, these disadvantages are outweighed by the potential benefits, including increased sales opportunities, improved customer satisfaction and stronger operational efficiency.
Cameron (2013) argues that effective problem solving requires organisations to identify and address the root cause of problems rather than only managing symptoms. Similarly, Cameron and Green (2020) explain that successful organisational change requires strategic investment that supports sustainable performance. In contrast although Solution B would improve communication and customer awareness but would not remove the purchasing barriers experienced by customers. Therefore, Solution A represents the strongest strategic decision because it provides a direct response to the business problem while supporting future growth. 
Task 4b) Justifications for the Implementation Plan
The implementation plan in Appendix 2 provides a structured approach for introducing online ordering, click-and-collect and local delivery services while minimising operational risks. The first stage involves researching suitable digital platforms, comparing three potential systems, evaluating delivery options and preparing an implementation budget. This is important because selecting an affordable and reliable platform reduces financial risk and ensures the technology meets the bakery's operational requirements. Cameron (2013) emphasises that effective decision-making requires organisations to gather and evaluate relevant information before implementing change.
The second stage focuses on system development, testing and staff training before launch. Testing the online ordering system and secure payment facilities before customers use them helps prevent service failures, while staff training ensures orders can be processed efficiently from the first day. Cameron and Green (2020) explain that employee preparation and involvement are essential for successful organisational change.
Following implementation, Basil should monitor monthly sales revenue, online order numbers and customer satisfaction against the agreed KPI and SMART objectives. Regular reviews enable problems to be identified quickly, improvements to be implemented promptly and progress towards the 20% sales growth target to be measured, increasing the likelihood of achieving sustainable business improvement.
Task 5b) Justifications for the KPI and SMART Objectives
The proposed Key Performance Indicator (KPI) is:
To increase Basil’s Bakery’s sales revenue.
This KPI has been selected because declining sales represent the primary challenge identified within the case study. Measuring revenue provides a clear and objective method of evaluating whether the proposed solution has improved business performance.
The Specific objective focuses on introducing an online ordering system because customers have requested both pre-ordering and delivery services. The Measurable objective sets clear targets of a 20% increase in sales revenue, 100 online orders per month and a 4.5/5 customer satisfaction rating, allowing Basil to monitor financial performance, customer uptake and service quality. The Attainable objective is realistic because the solution uses existing staff and a cost-effective digital platform, avoiding significant business expansion. The Relevant objective directly addresses the causes of declining sales, including reduced footfall and hybrid working patterns. Finally, the Time-Bound objective requires implementation within five weeks, with monthly performance reviews over six months to identify any shortfalls and make improvements. Cameron (2013) states that effective objectives provide clear direction and measurable outcomes, while Cameron and Green (2020) emphasise that regular monitoring supports successful organisational change.



[bookmark: _Hlk208302504]Task 6) Key Findings
The key findings of this report are: 
· Basil’s Bakery’s declining sales are primarily caused by reduced customer footfall, changing consumer behaviour and limited purchasing options rather than poor product quality. 
· Two solutions were evaluated: Solution A - Implementing an online ordering, click-and-collect and local delivery service, and Solution B - Introducing a digital marketing and customer loyalty programme. Solution A identified as the most effective option.
· The PMI evaluation demonstrated that Solution A provides greater long-term benefits by increasing accessibility, improving customer convenience and creating additional revenue opportunities. 
· A structured implementation plan reduces risks by ensuring careful preparation, staff training and continuous monitoring. 
· The proposed KPI and SMART objectives provides Basil the measurable methods for evaluating performance and supporting sustainable business growth. 
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Appendix 1 – Task 3a
PMI Evaluation Table

	Solution A: Online Ordering, Click-and-Collect and Local Delivery Service

	Plus
	Minus
	Interesting

	Increases sales opportunities by reaching customers beyond the retail park. +5
	Initial investment required for website development and ordering software. -3
	Opportunity to expand into catering and corporate orders. +3

	Meets customer demand for online ordering, pre-ordering and local delivery services. +5
	Staff require training to manage online orders and deliveries. -2
	Customer purchasing data can inform future product planning. +3

	Improves operational efficiency through advance orders, reducing waste and improving stock management. +4
	Delivery logistics may increase operational complexity. -2
	Potential partnerships with local delivery providers. +2

	Strengthens long term business sustainability by diversifying sales channels. +5
	Ongoing maintenance and digital support costs. -1
	Creates opportunities for future digital expansion. +2

	
TOTAL: 19
	
TOTAL: - 8
	
TOTAL: 10


[bookmark: _Hlk210816971]
Therefore: Overall Total for Solution A = 21
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	Solution B: Digital Marketing and Customer Loyalty Programme

	Plus
	Minus
	Interesting

	Improves customer engagement and brand awareness. +4
	Does not provide customers with online ordering or delivery facilities. -5
	Could support future digital expansion. +3

	Encourages repeat purchases through loyalty rewards. +4

	Continues to rely heavily on physical customer visits. -4
	Increased social media engagement may strengthen brand reputation. +2

	Lower implementation cost than introducing online ordering. +4

	Marketing activities require continuous management and content creation. -2
	Seasonal promotions could increase sales during quieter periods. +2

	Enhances communication with existing customers. +3
	Benefits may take longer to translate into increased sales. -2
	Online reviews may improve customer trust. +2

	
TOTAL: 15
	
TOTAL: -13
	
TOTAL: 9



Therefore: Overall Total for Solution B = 11   






Cameron, S. (2013) The Business Student’s Handbook: Skills for Study and Employment. Harlow: Pearson Education Limited.
Appendix 2 – Task 4a
Implementation Plan
Name the problem you are solving: Declining sales caused by reduced customer footfall and limited customer purchasing options.
Name the solution you are implementing: Implementation of an Online Ordering, Click-and-Collect and Local Delivery Service.
	
	Task & What
	When

	Who

	Done

	1
	Research and Planning: Compare at least three online ordering platforms, evaluate delivery options, estimate implementation costs and prepare a project budget before selecting the most suitable digital solution.
	

Week 1
	

Basil
	Selected online ordering platform approved, delivery method confirmed and implementation budget completed.



	2
	System Development and Staff Training: Develop and test the online ordering platform, establish click-and-collect procedures, integrate secure online payment and train staff to process online orders and deliveries efficiently.
	
Week 2-4

	
Basil and Web Developer

	Website fully operational, payment system tested, click-and-collect process established and staff training completed successfully.



	3
	Service Launch and Promotion: Launch the online ordering, click-and-collect and delivery service. Promote the new service through social media, email marketing, in-store displays and local community advertising.
	

Week 5 
	

Basil
	Online ordering service live, promotional campaign launched and customers able to place and receive orders successfully.



	4
	Monitoring and Continuous Improvement: Review monthly sales revenue, online order volumes, customer satisfaction (target 4.5/5), delivery performance and customer feedback. Implement improvements where targets are not achieved.
	

Week 6-24
	

Basil
	Monthly KPI reports completed, performance reviewed, improvements implemented where required and progress towards the 20% sales growth target monitored.





Cameron, E. and Green, M. (2020) Making Sense of Change Management. 5th edn. London: Kogan Page.








Appendix 3 – Task 5a
The Key Performance Indicator:
Increase Basil's Bakery's sales revenue.
	SMART Objective
	Objective

	Specific
	Introduce a fully operational online ordering, click-and-collect and local delivery service that enables customers to purchase products conveniently without relying solely on visiting the retail park.

	Measurable
	Achieve a 20% increase in average monthly sales revenue, receive at least 100 online orders per month, and improve customer satisfaction by obtaining an average customer feedback score of 4.5 out of 5 within six months.

	Attainable
	Implement an affordable online ordering platform, utilise existing bakery staff, and introduce a local delivery service without requiring significant expansion of premises or workforce.

	Relevant
	The objectives directly address the case study's key challenges, including declining sales, reduced customer footfall, hybrid working patterns and increasing customer demand for online purchasing options.

	Time-Bound
	Complete implementation within five weeks, review progress every month and achieve the KPI within six months of launching the new service.
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