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Task 1: Overview of Case-study
Basils Bakery is a small independent bakery located in a retail park in Coventry. The business specialises in organic bread, cakes and pastries and had previously built a strong reputation for high-quality products and good customer service. However, in recent years, the bakery has experienced a decline in sales and reduced customer footfall. One major reason for this is the increase in remote and hybrid working, which has reduced the number of people visiting the retail park during the day, in addition, several nearby stores have closed, further reducing the number of potential customers in the area.
The bakery is also facing wider economic pressures. Inflation and the rising cost of living have increased the cost of ingredients, utilities and rent, while customers have become more cautious about spending on non-essential products. Basils Bakery also lacks online ordering and delivery services, which places it at disadvantage compared with competitors who offer more convenient digital purchasing options. Overall, the case study shows that Basils Bakery is facing both external and internal challenges which are affecting its performance and long-term sustainability.
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal: Introduce an Online Ordering and Delivery Service
One proposed solution for Basils Bakery is to introduce an online ordering and delivery service. This would allow customers to browse products online, place orders through a website or social media platform, and receive delivery to their home or workplaces. This solution responds directly to changes in customer behavior, especially the increase in home working and the growing demand for convenience.
This solution would help to resolve the root problem of declining sales because it would enable Basils Bakery to reach customers who no longer visit the retail park regularly. It would also improve competitiveness by allowing the bakery to match services offered by larger competitors and food delivery businesses. In addition, online ordering could create opportunities for pre-orders, special promotions and improved customer convenience and strengthen Basils Bakery s market position.



Solution B Proposal: launch a Marketing and Loyalty Campaign
A second proposed solution is to introduce a marketing and loyalty campaign. This could include regular social media promotion. Seasonal offers, discounts for repeat customers and a loyalty card scheme. Basils Bakery could also promote its organic and locally produced products more actively to attract health-conscious and environmentally aware customers.
This solution would help address the root problem by increasing customer awareness, encouraging repeat purchases and improving customer engagement. It may also attract new customers from the local area who are not currently aware of the bakery’s products and values. A loyalty scheme would encourage customers to return more frequently, while social media marketing could help the bakery build a stronger brand identify and communicate offers more effectively. This solution is likely to be less expensive than a full digital transformation and could produce relatively quick improvements in customer retention and sales.



Task 3b) Evaluation Results and Justifications
To evaluate the two proposed solutions, a PMI (plus, Minus, Interesting) analysis can be used
PMI Table for Solution A: Online Ordering and Delivery 
Plus
· Increase customer convenience.
· Reaches customers working from home.
· Improves competitiveness.
· Creates new sales channels.
· Supports business growth in the long term.
Minus
· Requires initial investment in technology and delivery arrangements.
· Staff may need training.
· Delivery management could create optional challenges.
· Ongoing maintenance of the system may increase costs.
 Interesting
· Could allow the bakery to collect customer data and improve personalized marketing.
· May create opportunities for subscription boxes, event catering or corporate orders.
· Could be expanded gradually through social media ordering before investing in a full website.

Overall justification for solution A   
Solution A is highly attractive because it directly addresses one of the bakeries’ biggest problems, reduced customer footfall. By offering online ordering and delivery, Basils Bakery would no longer depend entirely on customers physically visiting the retail park. Although the solution requires investment, it offers strong long-term benefits and helps the business adapt to changing market conditions.

PMI Table for Solution B: Marketing and Loyalty Campaign
Minus
· Does not fully solve the convenience problem for home-working customers.
· Results may depend on the quality and consistency of marketing activity.
· Some promotions may reduce profit margins.
Interesting
· Could be combined with local community events or partnerships.
· Social media engagement may help the bakery build a stronger local reputation.
· Loyalty schemes may provide useful customer behavior insights.
Overall justification for solution B 
Solution B is a useful and practical short-term option because it is relatively low-cost and can be implemented quickly. It is likely to improve customer loyalty and brand visibility. However, it does not solve the bakery’s technological weakness as effectively as Solution A, and it may not fully address the decline in retail park footfall.

Chosen Solution
After evaluating both options, Solution A – Introduce an Online Ordering and Delivery Service is the most appropriate solution. This is because it addresses the root problem more directly by allowing Basils Bakery to serve customers beyond the retail park and adapt to modern purchasing behavior. While Solution B could still be used as a supporting strategy, Solution A offers the strongest long-term impact.




Task 4a: Justifications for the Implementation Plan
The implementation plan for solution A should be introduced in stages to reduce risk and allow the bakery to manage costs effectively. In the first stage, Basils Bakery should research affordable digital ordering options, such as a simple website, a click-and-collect system, or the use of social media and messaging platforms for orders. This would allow the bakery to begin testing customer demand without making a large immediate investment.
The second stage should focus on staff training and internal preparation. Employees need to understand how to process online orders, manage delivery times and communicate effectively with customers. The bakery should also decide whether deliveries will be completed in-house or through a third-party delivery platform.
The final stage should involve launching the service with promotional offers to encourage first-time use. This phased implementation is justified because it reduces financial pressure, support smoother operational change and gives the business time to evaluate performance and make improvements.

Task 4b: justifications for KPI and SMART Objectives 
Key performance indicator (KPI)
The chosen KPI for Basils Bakery is: 
Increase total monthly sales revenue from online and in-store purchases.

This KPI appropriate because the main problem identified in the case study is declining sales. Measuring monthly sales revenue provides a clear way to assess whether the chosen solution is improving business performance. It also allows management to monitor the effectiveness of online ordering and compare sales before and after implementation.

SMART Objective 1
Increase total monthly sales by 15% within 6 months of launching the online ordering service.
This objective is specific because it focuses on increasing sales. Measurable because progress can be tracked through sales data, attainable because a 15% increase is realistic for a small business introducing a new service, relevant because it addresses the bakery s main problem, and time-bound because it must be achieved within six months.

SMART Objective2
Achieve at least 50 online orders per month within 4 months of launching the service.

This objective is relevant because it measures customer uptake of the new service. It is specific, measurable and time- bound, and it provides a practical target that indicates whether customers are engaging with the new digital channel.

SMART Ojective3 
Increase repeat customer purchases by 10% within 6 months through online promotions and follow-up offers.

This objective is useful because repeat customers are important for long-tern profitability. It also links the new online service with customer retention and marketing activity.
Overall, the KPI and SMART objectives are justified because they are directly linked to the bakery’s problem of declining sales and provide clear indicators of whether the chosen solution is successful.




Task 5b) Justifications for the KPI and SMART Objectives
The KPI selected for Basils Bakery is an increase in total monthly sales revenue through online and in-store purchases. This KPI is appropriate because the main issue identified in the case study is declining sales. Measuring monthly sales revenue allows the bakery to clearly assess whether the chosen solution, the 
Introduction of online ordering and delivery is improving business performance. It is a practical indicator because it reflects both customer demand and the financial success of the business.
The SMART objectives are also justified because they provide clear, measurable and realistic targets linked to the chosen solution. For example, increasing monthly sales by 15% within six months is directly relevant to the bakery s problem and gives management a clear target to work towards. Achieving 50 online orders per month within four months is also important because it measures whether customers are using the new service. Finally, increasing repeat customer loyalty is essential for long-term profitability. Overall, the KPI and SMART objectives are justified because they are specific, measurable and aligned with Basils Bakery’s ned to improve sales, customer reach and long-term competitiveness
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Task 7) Key Findings
· The analysis of Basil`s Bakery shows that the business is facing a significant decline in sales due to a combination of internal and external factors. One of the most important findings is that the bakery has become highly dependent on physical customer footfall in the retail park, which has reduced because of remote and hybrid working patterns. As fewer office workers and visitors travel to the area, fewer customers are purchasing from the bakery. This demonstrate that the bakery`s traditional business model is no longer fully aligned with changing consumer behaviour.
· A second key finding is that external environmental factors are putting pressure on the business. The PESTEL analysis showed that inflation, rising energy cost and the cost-of-living crest are increasing operating expenses while also reducing customer spending power. This means Basil`s Bakery is facing both higher costs and weaker demand at the same time.
· A third finding is that the bakery has a clear internal weakness in relation to digital capability. The lack of online ordering and delivery means the business is missing opportunities to reach customers who want convenient purchasing options. The cause problem is not only declining footfall, but also the bakery`s limited ability to adapt its service model.
· Finally, after evaluating two possible solutions, the most suitable option is the introduction of an online ordering and delivery service. This solution is the strongest because it addresses the root problem directly, improve customer convenience, creates a new sales channel and support long-term competitiveness. Overall, the finding suggests that Basil`s Bakery needs to modernise its operations and customer access strategy to improve sales and remain sustainable in a changing market.

[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a

PMI Evaluation Table

	PMI for Solution A: Online Ordering and Delivery Service

	Plus
	Minus
	Interesting

	Increases customer convenience by allowing orders from home or work.
	Requires initial investment in a website ordering platform or delivery set-up.
	Could allow the bakery to collect customer data and understand buying behaviour.

	Reaches customers who no longer visit the retail park regularly.

	Staff may need training to manage online orders and delivery coordination.
	May create opportunities for click-and-collect, subscription boxes or event catering.

	Creates a new sales channel and reduces dependence on physical footfall.

	Delivery errors or delays could affect customer satisfaction if not managed properly.
	Could be introduced gradually through social media ordering before a full website launch.

	   Improves competitiveness against bakeries and food businesses already offering delivery.

	Ongoing maintenance and digital marketing may increase operational costs.
	Could support stronger customer communication through offers, reminders and promotions.

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 4



Therefore: Overall Total: Online Ordering and Delivery Service for Solution A = 12

	[bookmark: _Hlk210816971]PMI for Solution B: Marketing and Loyalty Campaign

	Plus
	Minus
	Interesting

	Low lower implementation cost compared with developing a full
a flowline ordering system.
	Does not fully solve the problem of reduced customer footfall caused by remote working.
	Could strengthen Basils Bakery’s local reputation and community presence.

	Encourages repeat purchases through loyalty cards, 
discounts and offers.

	Results may depend on the consistency and quality of social media and promotional activity.
	Could be combined with local partnerships, events or influencer promotion.

	Improves customer awareness of the bakery s organic products and values.

	Discounts and offers may reduce profit margins if not managed carefully.
	May provide useful customer insights through engagement and redemption patterns.

	Can be implemented quickly and with relatively low operational disruption.

	May attract attention in the short term but have less long-term impact than a digital solution 
	Could work effectively as a supporting strategy alongside online ordering in the future.

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 4



Therefore: Overall Total for: Marketing and Loyalty Campaign for Solution B = 12

Task 3b – Evaluation Results and Justification:
Although both solutions received the same total PMI score, Solution A – Online Ordering and Delivery Service is the most appropriate solution for Basil’s root problem more directly. The case study shows that the business is suffering from reduced customer footfall due to remote working, lower activity in the retail park and changing customer purchasing habits. Nan online ordering and delivery service would allow Basil’s Bakery to reach customers who no longer visit the store physically, reducing its reliance on footfall alone.

In contrast, solution B is valuable but mainly supports customer retention and awareness rather than fundamentally changing how customers rather than fundamentally changing how customers access the bakery’s products. While a marketing and loyalty campaign could improve repeat business, it does not fully solve the convenience gap that exists when customers choose competitors with delivery or digital ordering options. Therefore, Solution A provides a stronger long-term strategic response because it adapts the business model to current market conditions and customer expectations.



Reference:
De Bono, E (1992) Serious Creativity Using the Power of Lateral Thinking to Create New Ideas. London: HarperCollins.
De Bono, E (1985) Six Thinking Hats. London: Penguin Books:
https://books.google.com/books?id=H6EzAQAAIAAJ
https://scholar.google.com/scholar?q=Edward+de+Bono+PMI*Plus+Minus+interesting




Appendix 2 – Task 4a
Implementation Plan

 Declining sales caused by reduced customer footfall and the lack of online ordering and delivery services.
Online and Delivery Service.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	

Platform research


	Research and choose a suitable online ordering platform for Basils Bakery, such as a simple website, online ordering app, or social media ordering system.
	


Week 1


	


Owner/Manager


	


NO



	2
	


Set up online menu


	Upload the bakery’s menu, product process, photos, and payment details to the chosen platform so customers can place orders easily.
	


Week2

	


Owner/ Staff


	


NO



	3
	

Delivery and staff training


	Organise delivery arrangements and train staff to the chosen platform so customers can place orders easily.

	

Week 3

	

Manager/ Staff

	

NO


	4
	

Launch and promotion 


	Launch the online ordering and delivery service and promote it through social media, in-store posters and introductory offers.


	


Week 4


	

Owner/ Marketing support

	


NO





The implementation plan for Basils Bakery focuses on introducing an online ordering and delivery service in a practical and manageable way. This solution was selected because the business is facing declining sales due to reduced customer footfall and changing customer buying behaviour.
The first stage is to research and select an appropriate online ordering platform. This is important because the bakery needs a low-cost and user-friendly system that suits the size of the business and customer expectations. The second stage involves uploading the bakery’s menu, prices and product details online so that customers can access products conveniently and place orders more easily.
The third stage focuses on organising delivery arrangements and training staff to handle online orders efficiently. This is essential because a reliable delivery prices and well-prepared employees will help maintain customer satisfaction and protect the bakery’s reputation. The final stage is to launch and promote the service using social media, in-store advertising and introductory offers.
This will help raise awareness and encourage customers to use the new service. Overall, this implementation plan is suitable because it introduces the solution step by step, reduces risk and gives Basils Bakery a realistic opportunity to improve sales and customer reach.

Reference:
Slack, N. and Brandon-jones, A (2022) operations and P rocess Management 6th edn, Harlow: Pearson
· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 
Increase total monthly sales revenue through online and in-store purchases.

SMART Objectives Table 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase total monthly sales by 15% after introducing the online ordering service 

Achieve at least 50 online orders per month.

Increase repeat customer purchases by 10% through follow-up offers and promotions.






	
Monthly sales figures will be tracked using sales records and order data.

The number of online orders can be measured using the bakery s order records each month.

Repeat purchases can be tracked using loyalty records or customer order history.




	
A 15% increase is realistic for a small bakery introducing a new sales channel.

This target is achievable if the online service is promoted effectively and is easy for customers to use.

A 10% increase is realistic through targeted promotions and improved convenience. 




	
This objective directly addresses the bakery s main problem of declining sales.

It measures whether customers are engaging with the new online ordering system.

Repeat customers are important for long-term profitability and customer retention.



	
Achieve within 6 months of launch.


Achieve within 4 months of launch.



Achieve within 6 months of launch.


Achieve within 6 months of launch.







Task 5b - Justifications for the KPI and SMART Objectives 
The KPI selected for Basil` s Bakery is an increase in total monthly sales revenue through online and in-store purchases. This KPI is appropriate because the main issue identified in the case study is declining sales. Measuring monthly sales revenue allows the bakery to assess Cleary whether the chosen solution, the introduction of online ordering and delivery, is improving business performance. It is a useful indicator because it reflects customer demand, sales growth and the overall financial success of the bakery.
The SMART objectives are also justified because they provide clear, measurable and realistic targets that are directly linked to the chosen solution. For example, increasing monthly sales by 15% within six months is highly relevant because it measures customer adoption of the new digital services. In addition, increasing repeat customer purchases by 10% within six months supports long-term customer loyalty and profitability. Overall, the KPI and SMART objectives are justified because they are specific, measurable, realistic and aligned with Basil`s need to improve sales, customer reach and long-term competitiveness.

Reference:
Kotler, P and Keller, K, L (2021) Marketing Management. 16th edn. Harlow. Pearson.
Slack, N and Brandon-Jones, A (2022) Operations and Process Management 6th edn, Harlow Pearson.
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