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Task 1 - Overview of Case-study
This report will give an overview of the case study and examine the decline in sales at Basil's Bakery. The main problem identified is that customers can only buy products by visiting the shop, which has become less convenient as shopping habits have changed and a lot of people are now remote working (Office for National Statistics, 2025). This has reduced customer
 accessibility and contributed to the decline in sales. To analyse the problem, PESTLE and Fishbone Analysis were used to identify the root cause. The proposed solutions were then compared using a Grid Analysis to decide which option would provide the greatest benefit to the bakery. The report finishes by explaining why the chosen solution is the most suitable for Basil's Bakery.

Task 2 - Two Proposed Solutions

Providing Online Services (Solution A)
Basil's Bakery could introduce online ordering and a delivery service to make it easier for customers to buy from the bakery. Customers would be able to order online for collection or home delivery, instead of only visiting the shop. This would help attract new customers, especially those who now work from home or cannot get to the retail park for example, the elderly. It would also reduce the bakery soley relying on walk in customers. By making the business more convenient and accessible, Basil's Bakery could increase sales, improve customer satisfaction and keep up with how people shop today (Office for National Statistics, 2026).
Hiring Additional Staff (Solution B)
Basil's Bakery could employ two part time staff members to help with the daily workload. One employee could focus on serving customers, answering the phone and preparing orders, while the other could help with baking, stock and cleaning. This would reduce waiting times, improve customer service and allow the owner to spend more time managing and growing the business. Having extra staff would also make it easier to introduce online ordering in the future. Overall, this would help the bakery serve more customers, improve efficiency and increase sales.

Task 3b - Evaluation Results and Justifications (Grid evaluation table)
The Grid Analysis was used to compare both solutions and help decide which one would be the better option for Basil's Bakery (Mind Tools, 2024). Each solution was scored against the same criteria, making it easier to compare them fairly. The criteria chosen were cost, customer benefit, implementation and increase in sales, as these are the areas that would have the biggest impact on the bakery. Customer benefit was given the highest weighting because keeping existing customers happy and attracting new ones is the best way to increase sales. Increase in sales was also weighted highly as improving revenue is the bakery's main goal. Cost and ease of implementation were given a lower weighting because, although they are important, the long-term benefits of the solution were considered more important than the initial cost.
Task 4b - Justifications for the Implementation Plan
The implementation plan was created to make sure the online ordering and delivery service is introduced in a clear and organised way (Project Management Institute, 2021). The first step is choosing the right online ordering system because everything else depends on having a platform in place. Once this has been set up, the website and ordering process can be created and tested before it goes live. Staff training takes place before the launch so employees know how to use the new system and can deal with online orders confidently. Marketing is then carried out just before the launch to let customers know about the new service and encourage them to use it. Each task has been given to the person best suited to complete it, with the owner managing the project, the website developer creating the online system and staff running the day to day orders. Following this order should help the bakery introduce the service with as few problems as possible.

Task 5 - Justifications for the KPI and SMART Objectives
The main KPI chosen is the number of online orders received each week because it is the easiest way to measure whether the new online ordering service is actually working. If online orders continue to increase, it shows that more customers are using the service and that the solution is helping to increase sales. Monitoring this every week also means Basil's Bakery can spot any problems early and make changes if needed.

The SMART objectives were created to support this KPI by giving the bakery clear goals to work towards. For example, increasing online orders by 20% within six months gives the business a realistic target that can be measured. Another objective is to achieve at least 90% positive customer feedback within six months, as customer satisfaction is just as important as increasing sales. A final objective is to make sure all staff complete their training before the new system is launched so they feel confident using it. These objectives are realistic because they match the size of the business and the resources available. By regularly checking the KPI and SMART objectives, Basil's Bakery will be able to see whether the solution is working or if any improvements need to be made.
Task 6 - Key Findings
· The main reason for Basil's Bakery's decline in sales was that customers could only buy products by visiting the shop. 

· The Grid Analysis showed that introducing online ordering and delivery was the best solution, scoring 36, compared with 23 for hiring additional staff. 

· An implementation plan was created to show how the chosen solution could be introduced in a realistic and organised way. 
· KPIs and SMART objectives were developed to monitor the success of the solution by measuring online orders, customer satisfaction and overall business performance. 
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Appendices
Appendix 1 – Task 3a
Grid Evaluation Table

Overall Total for online services is  36, and the overall total for hiring additional staff is 23.
	Factors



	
	Cost
	Customers
	Implementation
	Increase in sales
	Total



	Weights:
	3
	5
	3
	4
	

	Online Services
	1          3
	3             15
	2                   6
	3             12
	36

	Additional Staff
	3          3
	2            10
	3                    6
	1             4
	23




The Grid Analysis shows that online services is the stronger option, with a total score of 36, compared with 23 for hiring additional staff. Although introducing online ordering and delivery would cost the business money to set up, it has the potential to attract more customers and increase sales over time. Customers who cannot travel to the bakery would still be able to order online, making the business more convenient and accessible. It would also reduce the bakery only relying on customers walking into the shop.

Hiring additional staff would help reduce waiting times and improve customer service, but it would also increase wage costs every month. While extra staff could make the bakery run more smoothly, it does not guarantee that more customers will visit or that sales will increase.

The criteria that was used in the Grid Analysis were cost, customer benefit, ease of implementation and increase in sales because these are the factors that are most important to Basil's Bakery. Customer benefit was given the highest weighting because keeping existing customers happy and attracting new ones is key to increasing sales. Increase in sales was also given a high weighting because improving revenue is the bakery's main goal. Cost and ease of implementation were weighted slightly lower as they are important, but the long-term benefits of the solution were considered more important than the initial investment.

Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining sales due to limited customer accessibility and no online ordering service.
Name the solution you are implementing: Declining sales due to limited customer accessibility and no online ordering service.
	
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Select online ordering platform
	Research and choose a suitable online ordering and payment system 
	Week 1
24th- 31st July
	Bakery Owner

	Done

	2
	Develop and test the website
	Create the online ordering website, and test that everything works 
	Weeks 2–4

3rd – 24 August


	Web Developer & 
Bakery Owner


	Done


	3
	Train staff

	Train employees on how to manage online orders, payments and customer enquiries
	Week 5
10th – 16th August
	Bakery Owner

	Done


	4
	Launch and promote the service

	Launch the website and advertise the new online ordering and delivery service
	Week 6
31st August
	Bakery Owner & Staff
	


Appendix 3 – Task 5a
The SMART framework was used to ensure the objectives are specific, measurable, attainable, relevant and time-bound (Doran, 1981). 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introduce an online ordering and delivery service to increase sales.
	Increase online orders by 20%,  90% positive customer feedback 
	Yes, because there’s already a customer base.
	Increasing sales, improving customer convenience and attracting new customers.
	Achieve all objectives within 6 months of launching.

	Improve customer satisfaction with the new online service.
	Achieve at least 90% positive customer feedback.
	Yes, through good customer service and a simple ordering process.
	Helps retain customers and encourages repeat orders.
	Achieve 90% positive feedback within 6 months of launch.
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