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[bookmark: _Toc311658339]Overview
Basil’s Bakery is an independent bakery in Coventry that specialises in high-quality organic cakes, breads and pastry. Although the business experienced growth and steady sales from opening in 2015, sales declined after 2019 and have remained 25% below since 2023 to date. The main problem is a sustained reduction in customer footfall caused by shop closures, redundancies and the increase in ‘working from home’ jobs. In addition, customers have requested delivery and pre-ordering services, but these services are not provided by the bakery. At the same time, rising operating costs and unpredictable organic ingredient prices are increasing financial pressure, making the bakery’s current business model increasingly difficult to sustain.
[bookmark: _Toc701123628]Proposed solutions
Facing these challenges, Basil has brought in a specialist, to assess the situation and come up with recommendations and realistic solutions to solve these challenges.
After thoroughly assessing the situation, the specialist came up with two possible solutions. 
1- Introduce online pre-order and delivery service
Basil could introduce an online ordering system that allows customers to pre-order products and select either collection or delivery. This would directly address customer complaints about long waiting times and Basil’s difficulty answering the telephone during busy periods. Delivery would also allow the bakery to retain customers who now work from home or no longer work at the retail park. In addition, online ordering could increase sales by allowing customers to purchase products without visiting the retail park. Basil could initially limit delivery to specific local areas and times to control costs and avoid disrupting bakery production.
2- Build an online presence and expand using digital marketing 
Basil could use social media and online marketing to promote the bakery beyond customers who currently visit the retail park. “The social media revolution has completely changed the internet and consumer behaviour” (Kingsnorth, 2019). Therefore, having an online presence is vital to any business. The bakery could also establish partnerships with nearby offices, warehouses and businesses by offering workplace breakfast or lunch orders. This would reduce dependence on retail park footfall and create additional sources of revenue.

[bookmark: _Toc2128217698]GRID ANALYSIS
To evaluate the proposed solutions, is going to be used a quantitative technique for evaluating and prioritizing a list of options, known as ‘the grid analysis’. (Scott, 2025)


	
	Sales increase
	Cost of implem.
	Time of implem.
	Customer reach
	Sustainability 
	Total 

	Weight
	3
	2
	1.5
	2
	3
	

	Solution 1
	5        15 
	4           8
	4       4.5
	5         10
	4              12
	  49.5

	Solution 2
	4        12
	5          10
	3        6
	4          8
	4              12
	  48



Weight: 1-not important, 2-important, 3-very important
Scoring: 1-very poor, 2-poor, 3-average, 4-good, 5-exellent.

Based on the results of the evaluation tool that was used, the solution with the most points is solution 1. Although the difference between both solutions is not big, introducing a pre-order and delivery service is the preferred one because of the lower cost and a shorter time of implementation. Based on the case study, the bakery must address the immediate problems with the current customer base. From their feedback there is a need for these services to be implemented as soon as possible. After this first phase, it is paramount for the second solution to be implemented, because that is going to expand the customer base with new costumers.
[bookmark: _Toc1410977365]Action plan
After choosing the best solution at the time, a plan is required to implement it in order to solve the problem that was identified. This plan is called ‘Action plan’. “An action plan not only delineates the steps necessary to achieve objectives but also allocates resources, assigns responsibilities, and sets deadlines, ensuring a systematic approach to bringing ideas to fruition.” (FasterCapital, 2026)
ACTION PLAN
Goal---> Create tasks---> Allocate resources---> Deadlines---> Monitor progress

	Action
	Activities
	Responsibility
	Time
	Resources Required
	Expected Outcome

	1. Research and planning
	Identify customer demand, delivery areas and delivery times.
	Basil
	 1
	Customer feedback, market research
	Clear understanding of customer requirements

	2. Select an online ordering system
	Compare platforms and choose the appropriate system
	Basil / IT person
	 2
	Ordering platform, computer/tablet, internet
	Functional online ordering system selected

	3.  Delivery arrangements
	Decide delivery radius, charges and availability. Consider local drivers.
	Basil
	 3
	Delivery vehicle/driver, packaging, fuel
	Practical and affordable delivery process

	4. Set up the system
	Upload products, prices and photographs. Test online payments.
	Basil / IT person
	 4
	Website, payment system
	Customers can place orders online

	5. Staff and preparation
	Create a process for receiving, preparing, packaging and dispatching orders. 
	Basil
	 5
	Packaging, labels, staff training
	Orders can be processed efficiently

	6. Trial period
	Test the service with a small number of existing customers and collect feedback on ordering, delivery and waiting times.

	Basil
	 6
	Test orders, customer feedback
	Problems identified and corrected

	7. Launch and promotion
	Launch the service and promote it through social media, in-store advertising, flyers and local businesses.
	Basil
	 7
	Social media, posters, flyers
	Increased awareness and initial orders

	8. Monitor and evaluate
	Track number of online orders, delivery costs, customer satisfaction, repeat orders and additional sales.
	Basil
	8+
	Sales records, customer feedback
	Determine whether the service is achieving its objectives


(TIMESCALE IN WEEKS)

[bookmark: _Toc1854777011]Reasoning
The action plan has been structured to ensure that Basil’s Bakery introduces a pre-order and delivery system, while minimising the risk and its’ cost.
1. Planning and research are first because Basil needs to understand customer demand before investing. He needs to identify which products are most likely to be ordered, areas where he is going to deliver and preferred times.
2. Selecting an online system. After selecting the products and delivery options, Basil needs to find the most efficient operating online system; easier to operate and with the lowest cost.
3. Delivery arrangements come next because once the operating system is chosen, he must figure out the people responsible for completing the deliveries, their cost and the radius of the delivery.
4. Next is Setting up the systems. Basil needs to upload pictures of the products with respective prices and conduct a test of the system.
5. After the online service is ready to go, his next action regards staff and preparations. Additional staff is required to handle online orders and help with packaging.
6. The above steps will conclude the setup of the online service. Now is time for the trial period. Basil needs to test that the system is working and is consumer friendly. This can be done with a small group from the shop’s existing customers. Their feedback at this stage is crucial.
7. If phase 6 has positive outcome, he can go ahead with the launch and promotion. System is ready for all costumers and is going to get promoted through social media, flyers etc.
8. Monitoring and evaluation is a never-ending process. He needs to keep track of online orders, delivery fees, customer satisfaction and adjust based on these metrics.
















[bookmark: _Toc1266380079]Key performance indicator (KPI)
To keep track of the changes occurring from the chosen solution, we will need to identify key performance indicators (KPIs). To determine that the course of action is working or changes are required, an evaluation of the KPIs is needed (Day, 2025).
Based on the case study and the solution chosen, the KPI is going to be: increase in sales by online ordering and delivery (in%). The SMART objectives are used to analyse the KPI to conclude that it is indeed the right indicator. “A SMART goal is an objective-setting technique designed to make goals more specific, measurable, achievable, relevant and time-bound.”(Patterson, 2026)
	SPECIFIC
	MEASURABLE
	ATTAINABLE
	RELEVANT
	TIME-BOUND

	Online and local delivery service for Basil’s Bakery main products.
	Generate at least 40 online orders per month within the first three months.
	Start with local deliver and promotion with social media, flyers and in-store advertising.
	Increase sales from the costumers that work from home, no longer work in the retail park and the ones that do not want to wait in line.
	Launch the service within 7 weeks and achieve the sales target within three months of launching.


[bookmark: _Toc2088680993]Monitoring and Evaluation
Baseline figures should be established so that performance can be compared accurately. During the first three months, the metrics should be reviewed weekly, to identify problems quickly. Thorough evaluation should be conducted at the end of the three-month period. If the online sales target has been achieved and they are contributing to an increase in monthly revenue, the solution can be considered effective. If the target is not achieved, then Basil should investigate the reasons and make the appropriate adjustments and improvements.
Therefore, the metrics do not only measure success, but they also provide evidence for continuous improvement and further decision-making.

[bookmark: _Toc688881811]Key Findings

· Basil’s Bakery’s sales have remained approximately 25% below 2019 levels since 2023. 
· The main problem is the decline in customer footfall at the retail park. 
· Several nearby businesses have closed, resulting in fewer potential customers. 
· Some loyal customers have been affected by redundancies and increased home working. 
· Customers have specifically requested delivery and pre-ordering services. 
· Current telephone pre-ordering is unreliable because Basil is often unable to answer calls during busy periods. 
· Long waiting times during busy periods are creating an unsatisfactory customer experience. 
· Basil is also facing higher rent, utility bills, business rates and insurance costs. 
· The increasing and unpredictable cost of organic ingredients makes financial planning more difficult. 
· Two potential solutions were considered: online pre-order and delivery; online presence and digital marketing
· Grid analysis identified online pre-order and delivery as the selected solution.
· The solution would allow Basil to serve customers who cannot regularly visit the retail park. 
· Online pre-ordering could help reduce waiting times and improve customer convenience. 
· A gradual implementation over seven weeks was proposed to minimise financial and operational risk. 
· The service should initially operate within a limited local delivery area to control costs. 
· The main KPI is the percentage increase in monthly sales generated through online pre-orders and delivery. 
· A key SMART objective is to achieve at least 50 online orders per month within three months of launch. 
· Customer satisfaction, online orders, sales revenue and repeat orders should be monitored regularly. 
· Performance should be reviewed weekly during the first three months, followed by a more detailed evaluation. 
· Overall, the proposed solution aims to increase sales, improve customer convenience and make Basil’s Bakery more sustainable.
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