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[bookmark: _Toc234615802]Individual Report: Basil’s Bakery
[bookmark: _Toc234615803]1. Introduction and Problem Overview
Basil's Bakery is a small independent bakery in a retail park in Coventry. It has artisan cakes, pastries and breads with high quality organic ingredients. The primary issue is, the bakery is still trading lower than it was prior to 2020. According to the case study, the sales between 2023 and 2025 have remained approximately 25% lower compared to 2019. This means that the effect of the lockdown is not just a one-off. Its external and internal nature. Outwardly, the retail park is less busy, a few shops have closed, and many office workers no longer commute daily. While customer habits have changed, Basil has not changed the way that they could order internally. The consequences are severe as sales are reduced and rent, stock and utility expenses are increased. So, Basil must come up with a viable solution that will attract customers in a new way, without overwhelming his small business.
[bookmark: _Toc234615804]2. Proposed Solutions
The first is to launch a simple pre-order-click-collect service, Basil Direct, and some local delivery services, which are restricted. The customers were able to place orders online for the products they wished to collect, or for those they wanted delivered within a “local area”. This would help Basil attract their loyal customers that do not go to the retail park daily. It would also save phone calls, as per the case study, Basil cannot always answer the phone while baking. When facing challenging market situations, small businesses tend to adapt by leveraging digital means to continue providing services to customers, as described by Parker, Bingley and Burgess (2023). This is an appropriate solution for Basil because it is not attempting to change the business. It just provides an additional method of purchasing.
The second option is to develop a Basil at Work scheme. This would be directed towards local offices, warehouses and the rest of the retail shops in the retail park. Basil can provide a lunch box, meeting plates, staff discount cards and a weekly order form. This may enable us to enhance repeat sales from nearby employees and lessen the need to rely on random walk-in customers. It could also make Basil more conspicuous in the local business area. If the demand was consistent and predictable, Basil would have more predictable demand, such as a weekly group order in a warehouse. However, this solution relies on the number of workers who are still arriving in the area, and as a result may not be a complete solution.
[bookmark: _Toc234615805]3. PMI Evaluation and Preferred Solution
PMI technique was used for comparing the two solutions. PMI is (Plus, Minus and Interesting). It allows a decision maker to consider the positive, negative and other alternatives when selecting (De Bono, 1982). The complete PMI table can be found in Appendix A. 
The best aspect of Basil Direct is that it addresses multiple issues simultaneously. It helps people who work from home, helps keep customers loyal to the retail park (they don't need to visit anymore), alleviates the pressure on the telephone and can possibly decrease waiting times during peak times. Waiting time is important because De Vries, Roy and De Koster (2018) have determined that waiting time at restaurants can have an impact on customer behaviour and revenue. This is important for Basil as there have been some reports of waiting at peak times by customers already.
The drawback/minus point is Basil Direct will require regulation. Extra work and cost may occur due to delivery, packing and order checking. He should not be responsible for all aspects of the new service; he needs to have basil on site for baking. One danger is that the baking process may be more difficult to control with too many items going online. What is interesting is that the concept may begin on a small scale as a "pilot" project. Basil can provide a limited menu, limited delivery times and a small delivery radius. From there, he can only continue growing if the figures indicate that he is successful.
However, there are advantages to Basil at Work. It is easy and it creates employer connections. But it doesn't completely address the issue with customers who want to pre-order or are home-based. It also relies on local attendance at work, which could remain low due to hybrid working. Therefore, Basil Direct is the best choice. It is more directly connected to the primary reasons for declining sales and provides Basil with a means to sell outside of the retail park.
[bookmark: _Toc234615806]4. Implementation Plan and Justification
The plan to implement the project is displayed in Appendix B. A six-week pilot is recommended so that Basil can test whether the idea is suitable before investing a big amount. This is crucial for a growing small business that's facing increasing expenses. The pilot method also provides Basil with time to learn what customers want before making the service a permanent one.
This week, Basil should select the products to be used in the online menu. Some bakery products will not be kept well for delivery, so products that are suitable for keeping well, such as bread, pastries, lunch boxes and selected cakes need to be included in the first menu. Basil needs to select a straightforward ordering procedure in week two. It is more likely that a simple web-based order form or low-cost ordering site will be feasible than a custom mobile app.
For week three Basil needs to plan out the packaging, as well as order labels and the collection process. This step is required prior to the trial as the product quality might get affected due to poor packaging and may result in complaints. In Week 4, service testing with a small number of loyal customers. They can provide Basil with feedback to help correct issues in advance of the public launch. During week 5, Basil can advertise the service on posters, social media and leaflets to other offices and homes in the area. Basil should check sales, waiting times and customer feedback weekly in week six and subsequent weeks.
Responsibilities should be clear. Basil must be a decision maker in product quality and final menu selections. Packing, handling customer enquiries and record keeping should be done by an assistant working part-time. Deliveries should be made only by a local delivery partner or part-time driver, within hours that have been agreed with the driver. The sequence of activities ensures that the plan remains feasible and maintains Basil as the primary baker. It likewise decreases the risk of providing a service that users love, but the company cannot uphold.
[bookmark: _Toc234615807]5. KPI, SMART Objectives and Monitoring
For Basil Direct, the primary KPI, the percentage of sales from the online pre-orders and local delivery channels, per week. This KPI is appropriate as the primary objective is to minimize reliance on walking in trade. According to Kaplan and Norton (1992), performance measures should inform a business whether its actions are helping it achieve its goals. Basil's objective is to sell more products and build a more sustainable sales channel.
Additionally, SMART goals are great as they make goals specific, measurable, achievable, relevant, and time bound (Doran, 1981). The SMART objectives are shown in Appendix C. The first goal is to reach 15% of sales via online pre order and delivery within three months. The second goal is to limit the average waiting time in the busy period to 30% decrease within three months. The third goal is to acquire 50 repeat online customers over a 4-month period. The fourth target is to maintain the level of delivery and collection complaints less than 5% of orders placed.
These goals should be checked on a weekly basis. Basil should note the total sales, online sales, number of online orders, repeat customers, waiting time and complaints. Online food delivery services can impact restaurant performance, so it is crucial to measure their performance in terms of sales, as well as service quality, say Yan, Idris and Ali (2024). If complaints go up and online sales go up, Basil should decrease the menu size, or the number of delivery slots. Collection times can be adjusted if this does not happen. Consider offering a simple reward to Basil customers if their repeat rate is low, such as a complimentary pastry after a specified number of orders.
The review should be informal and periodic. Basil doesn't require an elaborate system. For the first 3 months, it would suffice to have a weekly spreadsheet. The pilot can be terminated, modified or expanded at the end of the pilot. This means that the choice is made based on facts and not just opinion. It also aids Basil in halting the pilot quickly when costs become greater than benefits.
[bookmark: _Toc234615808]6. Key Findings
The key findings in this report are:
· The principal issues Basil is facing are reduced sales due to footfall, shifting work patterns, customers' convenience and increased costs.
· There is evidence of demand as customers already demand pre-order and delivery options.
· The preferred solution is Basil Direct as it addresses multiple problems.
· A small pilot is safer than a large immediate launch.
· Success to be measured online- sales, waiting time, repeat customers/complaints.
· The solution needs to be audited for further roll out after 3 months.
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[bookmark: _Toc234615810]Appendix A: PMI Analysis Table
	Solution
	Benefits
	Drawbacks/Risks
	Interesting Points 
	Overall Judgement

	Available online, via pre order and click and collect, as well as on limited delivery in the local area, Basil Direct is the right one.
	Aids in reaching customers who are no longer visiting the retail park daily. Reduces phone pressure. Supports in busy periods by using collection slots. Establish a new sales channel.
	Requires packaging, ordering and delivery assistance. May increase costs if it grows too quickly. If there are too many products available via online channels, basil could be challenged. 
	It may begin as a small pilot as chosen products with limited delivery times and a small local area. This is a safer situation for a small business.
	Best option: It directly meets the needs of customers and reduces the reliance on walk in trade.

	Basil at Work, lunch boxes for work and local business orders.


	Improves connections to offices, warehouses and local stores. Be able to establish orderly groups. Lower technology costs than a complete delivery system.
	Require employees to be on the site. Does not support customers completely in a home office work setting. May be unable to overcome the waiting time issue when it is very busy.
	It may be a marketing channel for Basil Direct in the future, particularly for weekly office sales.
	Second option, useful, but not as strong as the main one due to the uncertainty of the local worker market.







[bookmark: _Toc234615811]Appendix B: Implementation Plan
	Stage
	Key activity 
	Who is responsible?
	Timescale
	Expected outcome

	1
	Select a narrow menu of small items on-line, e.g., breads, pastries, lunch boxes, and select cakes
	Basil 
	Week one
	Only appropriate products are provided, minimizing waste and quality problems.

	2
	Determine pricing, delivery zones and collection hours and days

	Basil with Assistant
	Week two
	The customers are aware of the order and collection of their order as well as whether it will be delivered or not.

	3
	Create an easy online ordering sheet and order tracking sheet

	Assistant
	Week two to three
	Orders are not forgotten, and so there is less confusion and missed calls on the phone.

	4
	Packaging, labels and clear collection area prepared.

	Assistant
	Week three
	Safe packing and fast collection for customers.

	5
	Test the service on loyal customers.
	Basil and Assistant
	Week four
	Feedback is gathered early in advance of the full public launch.

	6
	Encourage the service by using posters, social media and local leaflets.
	Assistant
	Week five
	There are more local customers that are aware of the new ordering option.

	7
	Weekly review of sales, waiting time and complaints.
	Basil
	Week six onwards
	Basil can choose to continue, change or expand its service.








[bookmark: _Toc234615812]Appendix C: KPI and SMART Objectives Table
	Area measured
	SMART Target
	Evidence needed
	Review Action

	Main KPIs, sales share online
	Reach 15% of weekly sales volume of online pre orders and delivery in 3 months!
	The total weekly sales and the weekly online sales.
	If not achieved, consider promotion, menu choice, delivery times.

	Waiting time for customers
	Improve the average waiting time in Busy Period by 30% in 3 months
	Cyclical checking of time of day, which can be simple checks carried out during the peak hours.
	Reduce collection times or make popular items earlier if waiting time is still high.

	Repeat customers (online)
	Get 50 online customers back in 4 months
	Customer order records
	When orders are not repeated, consider offering a modest loyalty gesture or fine-tuning the menu.

	Service Quality
	Ensure delivery and collection complaints are kept under 5% of the orders in the pilot.
	Log of complaints and feedback from customers
	If complaints go up, shorten the distance of delivery or refine the packaging or cut back on menu items.
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