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[bookmark: _Toc236367708][bookmark: _Toc236368283]Overview of the case study
Basil’s Bakery is a small independent artisan bakery located on the retail park in Coventry, UK. Since opening in 2015, the business experienced continuous growth until COVID-19 pandemic, when sales and customer footfall declined significantly. Although restrictions have ended, annual sales have reminded approximately 25% below 2019 levels. The business is also facing rising overheads, including higher utility bills, rent, insurance and increasing costs for organic ingredients. Changes in consumer behaviour, including home working and reduced retails park visitors, have lowered demand. Consequently, Basil must identify practical solutions to increase sales, improve customer convenience and secure the bakery’s long-term sustainability.
[bookmark: _Toc236367709][bookmark: _Toc236368284]Two proposed Solutions
[bookmark: _Toc236367710][bookmark: _Toc236368285] Solution A Proposal – Implement an Online Ordering, Click-and-Collect and Local Delivery Service
The first proposed solution is to introduce an online ordering platform that offers click-and-collect and local delivery. This case study states that many customers requested delivery because they now work from home or no longer visit the retail park have asked for delivery options. An online ordering system would also enable customers to pre-order products without relying on Basil to answer telephone calls during busy periods. This would improve customer convenience, reduce lost sales and expand the bakery’s customer base beyond visitor to the retail park. By improving accessibility and making purchasing easier, the bakery can increase revenue while adapting to changing consumer behaviour.
[bookmark: _Toc236367711][bookmark: _Toc236368286]Solution B Proposal – Strengthen Digital Marketing and Introduce a Customer Loyalty Programme
The second proposal solution is to strengthen Basil’s marketing strategy by increasing its presence on social media and introducing a customer loyalty programme. Platforms such as Instagram and Facebook can be used to promote new products, seasonal offers and special events, helping to attracts new customers while maintaining engagement with existing ones. A loyalty scheme, such as rewarding customers after a certain number of purchases, would encourage repeat business and improve customer retention. This approach is relatively inexpensive compared with opening additional premises and would help compensate for reduced retail park footfall by building stronger customer relationships encouraging repeat business.



[bookmark: _Toc236367712][bookmark: _Toc236368287]PMI Evaluation of the proposed Solutions
The PMI (Plus, Minus, Interesting) technique was used to evaluate both proposed solutions and determine which would be most effective in addressing the challenges faced by Basil’s Bakery. The detailed PMI analysis is presented in Appendix 1
Solution A offers several advantages. It would increase customer convenience, allow customers to order outside normal opening hours and reduce the number of missed sales caused by unanswered telephone calls. The delivery service would also enable the bakery to reach customers who work from home or live outside the retail park area. However, this solution would require an initial financial investment in an online ordering platform, staff training and delivery arrangements.
Solution B has the advantage of being relatively inexpensive and increase customer engagement through social media and loyalty rewards. It may encourage repeat purchases and improve brand awareness within the local community. Nevertheless, the impact of digital marketing is less certain, as building an online following can take time and may not immediately increase sales.
The PMI analysis indicates that solution A has the greatest potential to address the bakery’s key problems because it directly responds to customer requests and creates a new sales channel. Although it involves higher setup costs, the expected increase in revenue and customer accessibility is likely to outweigh these disadvantages. 
[bookmark: _Toc236367713][bookmark: _Toc236368288]Evaluation Results and Justification
Based on the PMI evaluation, Solution A introducing an online ordering system with click-and-collect and local delivery, is the preferred option for Basil’s Bakery. This solution directly addresses the bakery’s main challenges identified in the case study, including reduced customer footfall, requests for delivery services and missed sales caused by unanswered telephone calls. Although the initial investment in technology and staff training may increase short-term costs, the long-term benefits are likely to outweigh these expenses. By making products more accessible, the bakery can attract new customers while retaining existing ones who park regularly. Increased convenience is also likely to improve customer satisfaction and encourage repeat purchases. Overall, Solution A provides the most effective and sustainable approach because it responds to changing customer behaviour and creates opportunities to increase sales and support future business growth.
[bookmark: _Toc236367714][bookmark: _Toc236368289]Implementation Plan
The implementation of the online ordering, click-and collect and local delivery services should be completed over a four-week period to minimise disruption to daily operation. A detailed implementation timeline is provided in Appendix 2.
During first week, Basil should research and select a suitable online ordering platform that meets the bakery’s operational requirement and budge.
In the second week, the website should be updated to include online ordering, click-and collect and delivery options. Staff should also receive training on processing online orders, managing deliveries and responding to customer enquiries. In the third week, the bakery should test the new system to identify and resolve any technical or operational issues before the official launch. Feedback from staff and a small group of customers can be used to improve the service before it becomes fully available.
In the fourth week, the online ordering service should be officially launched alongside a social media marketing campaign to inform existing and potential customers. Regular monitoring of customer feedback, online orders and delivery performance will help ensure the new service operates effectively and supports the long-term growth of Basil’s Bakery.
[bookmark: _Toc236367715][bookmark: _Toc236368290]Reasons for Activities, Timings, Order and Responsibilities
The implementation activities have been arranged in a logical order to ensure the online ordering service is introduced efficiently and with minimal disruption to the bakery’s daily operations. Researching and selecting an online ordering platform first is essential because all other activities depend on choosing suitable software. 
Updating the website and training staff before the launch ensures employees have the skills and confidence to manage online orders and provide effective customer’s service. Testing the system before the official launch helps identify and resolve any technical or operational issues, reducing the risk of customer dissatisfaction. Basil will be responsible for selecting the software, overseeing the implementation process and monitoring progress, while employees will manage online orders, deliveries and customer enquiries. 
Launching a marketing campaign after the system is fully operational ensures customers receive accurate information and encourages them to use the new service, increasing the likelihood of a successful implementation.

[bookmark: _Toc236367716][bookmark: _Toc236368291]SMART Objectives and Key Performance Indicators (KPIs)
To measure the success of the chosen solution, Basil Bakery should establish SMART objectives supported by Key Performance Indicators (KPIs). Detailed SMART objectives and KPIs are provided in Appendices 3 and 4.
The first SMART objective is to increase overall monthly sales by 15% within six months of introducing the online ordering, click-and-collect and delivery service. A second objective is to achieve 50 online orders per week within three months, demonstrating that customers are using the new ordering system. A third objective is to increase the number of repeat customers by 20% within six months through improve customer convenience and service quality. Finally, the bakery should aim to achieve 90% positive customer feedback on online orders and delivery service within six months.
To monitor these objectives, Basil should use KPIs including monthly sales revenue, the number of online orders received each week, customer satisfaction ratings, delivery completion rates and the percentage of repeat customers. Monitoring these indicators regularly will help Basil identify whether the new service is meeting its objectives and highlight any areas that require improvement to support the long-term success of the business.
[bookmark: _Toc236367717][bookmark: _Toc236368292]Monitoring and Evaluation
Monitoring and evaluation the chosen solution is essential to determine whether the implementation f the online ordering, click-and-collect and delivery service has achieved its intended objective. Basil should regularly review the Key Performance Indicators (KPIs) and SMART objectives outlined in Appendices 3 and 4 to measure progress and identify any areas requiring improvement.
Monthly sales reports should be analysed to assess whether revenue is increasing towards the 15% target. Weekly reviews of online orders and delivery performance will help determine whether customers are using the new service as expected. Customer feedback should also be collected through surveys to measure satisfaction with the ordering process, product quality and delivery experience. Monitoring repeat customer numbers will indicate whether the new service is encouraging customer loyalty.
If the results show that objectives are not being achieved, Basil should investigate for reasons and make appropriate changes. For example, additional staff training, improvements to the online ordering system or increased marketing activities may be required. Regular monitoring will enable Basil to make informed decisions, improve customer satisfaction and ensure the long-term success and sustainability of the bakery.
[bookmark: _Toc236367718][bookmark: _Toc236368293]Key Findings
· Basil’s Bakery has experienced a significant decline in sales due to reduced customer footfall, changing consumer behaviour and rising operating costs.
· Two solutions were identified: introducing an online ordering and delivery service and improving digital marketing with a customer loyalty scheme.
· The PMI analysis demonstrated that the online ordering solution offers the greatest long-term benefits.
· A structured implementation plan was developed to ensure the solution is introduced effectively.
· SMART objectives and KPIs will enable Basil to monitor performance, measure success and make improvements where necessary.
· Overall, the recommended solution will improve customer convenience, increase sales and support the future sustainability of business.
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[bookmark: _Toc236368295]Appendix 1 – Task 3a
[bookmark: _Toc236368296]PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Increase customer convenience
	Initial setup costs.
	Can attract customers outside the retail park.

	Reduces missed sales from unanswered phone calls

	Staff require training.
	Can collect customer data for future marketing

	Reduces customers who work from home or cannot visit the bakery.
	Delivery costs may reduce profits.
	Can expand the service if demand grows

	Creates opportunities to increase sales and grow the customer base.
	Technical issues occur during implementation
	Gives Basil a competitive advantage. 

	
TOTAL: +4
	
TOTAL: -2
	
TOTAL: +2



	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Increase brand awareness through social media.
	Results may take time to increase sales.
	Can promote seasonal offers and new products

	Encourages repeat purchases through a loyalty scheme.

	Requires regular time to manage social media accounts.
	Helps build stronger customer relationships.

	Attract new customers and retains existing customers.

	Does not provide delivery service.
	Customer feedback can improve future marketing.

	Low-cost marketing compared with opening another store.

	Success depends on customer engagement.
	Can increase online engagement and positive review.

	
TOTAL: +4
	
TOTAL: -4
	
TOTAL: +4



[bookmark: _Toc236368297]Appendix 2 – Task 4a
[bookmark: _Toc236368298]Implementation Plan

	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research 

	Research and choose an online ordering system


	Week 1


	Basil


	



	2
	Installation & Training


	Install the system, update the website and train staff


	Week 2


	Basil and employees


	



	3
	Testing


	Test the online ordering and delivery service and fix any issues


	Week 3


	Basil and employees


	



	4
	Launch & Promotion
	Launch the service and advertise it on social media
	Week 4
	Basil

	



[bookmark: _Toc236368299]Appendix 3 – Task 5a

The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introduce an online, click-and-collect and delivery service to increase monthly sales.

	Increase monthly sales by 15%, measured using monthly sales reports and online order records.




	Yes, because the bakery already has loyal customers and is responding to customer demand.





	This supports Basil’s aim of increasing sales, attracting more customers and improving business performance.





	Achieve the 15% increase within 6 months of launching the new service.
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