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[bookmark: _Toc236913937]1-Introduction 
Basil’s Bakery is a small independent bakery located in Coventry, UK. The business sells cakes, pastries and bread made with high-quality organic ingredients. Before 2020, the bakery experienced steady growth in sales. However, after the COVID-19 pandemic, customer numbers and sales did not return to previous levels. Since 2023, sales have remained around 25% lower than in 2019. This report examines the main problems affecting the business and proposes possible solutions. It also evaluates the best option, considers the risks, and provides an implementation plan, together with a KPI and SMART objectives to help improve the bakery’s performance. A structured problem-solving approach helps to analyse a situation carefully before selecting and evaluating possible solutions (Cottrell, 2017).
[bookmark: _Toc236913938]2-Overview of the Case Study and the Nature of the Problem
Basil’s Bakery is a small independent business located in a retail park in Coventry, UK. The bakery sells organic cakes, bread and pastries to local shoppers, office workers and retail staff. Although the business grew successfully before 2020, sales have remained around 25% below the 2019 level. The main reasons include fewer visitors to the retail park, more people working from home, shop closures and increasing business costs. In addition, the bakery does not offer a delivery service and cannot always take pre-orders, making it harder to meet customer needs and increase sales.
[bookmark: _Toc236913939]3- Two Proposed Solutions
[bookmark: _Toc236913940]3.1 - Solution1: Introduce an Online Ordering and Delivery Service
Basil’s Bakery could introduce an online ordering and delivery service to make it easier for customers to buy its products. Many people now work from home and prefer to order food online. Customers could place orders through a website or mobile app and choose home delivery or click and collect. This solution would help the bakery reach more customers, improve convenience and increase sales. Online channels allow small businesses to reach customers who prefer digital purchasing and home delivery (Chaffey and Ellis-Chadwick, 2022).
[bookmark: _Toc236913941]3.2 - Solution 2: Develop a Digital Marketing and Loyalty Programme
Another solution is to improve the bakery’s marketing by using social media and creating a loyalty programme. The business could promote its products on Facebook and Instagram, share special offers and encourage customers to visit more often. A loyalty programme, such as earning points or receiving discounts after several purchases, could help increase customer satisfaction and encourage repeat business. This solution may also attract new customers and strengthen the bakery’s reputation. Social media marketing and loyalty programmes can increase customer engagement and encourage repeat purchases at a relatively low cost (Chaffey and Ellis-Chadwick, 2022).
[bookmark: _Toc236913942]3.3 - PMI Analysis
	Solution
	Plus (+)
	Minus (-)
	Interesting (I)

	Online Ordering and Delivery
	increases sales, reaches more customers, improves convenience.
	Higher setup and delivery costs, staff training required.
	Can attract customers who work from home and prefer online shopping.

	Digital Marketing and Loyalty Programme
	Improves customer engagement, encourages repeat purchases, low marketing cost.
	Results may take time, requires regular social media management.
	Can build a stronger brand and attract younger customers.



The PMI technique developed by de Bono (1982) was used to compare the two solutions by examining the plus, minus and interesting points of each option. After comparing both solutions, the online ordering and delivery service is the best option. It directly addresses the main problems identified in the case study, including lower customer numbers and changing shopping habits after the COVID-19 pandemic. Although this solution requires an initial investment, it has greater potential to increase sales, improve customer convenience and support long-term business growth. Therefore, this solution is recommended for Basil’s Bakery.
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	Risk
	Likelihood
	Impact
	Mitigation

	High Implementation Costs
	Medium
	High
	Introduce the online ordering system in stages and monitor the budget carefully.

	Delivery Delays
	Medium
	High
	Partner with a reliable delivery company and monitor delivery performance

	Staff Resistance to the New System
	Low
	Medium
	Provide staff training before the launch and involve employees early in the process.



Effective risk management involves identifying the likelihood and impact of each risk and applying suitable mitigation actions (Hopkin, 2018). Introducing an online ordering and delivery service involves some risks. The main risk is the initial cost of setting up the system. Delivery delays could also reduce customer satisfaction if orders are not delivered on time. In addition, some employees may need time to adapt to the new process. However, these risks can be reduced through careful planning, staff training and by working with a reliable delivery partner. As a result, the solution is considered suitable and achievable for Basil’s Bakery.
[bookmark: _Toc236913944]5-Implementation Plan
	Week
	Activity
	Responsible

	Week 1
	Research and choose an online ordering and delivery system.
	Business Owner

	Week 2
	Set up the online ordering platform and test the system.
	IT Provider and Business Owner

	Week 3
	Train staff use the new system and manage online orders.
	Business Owner.

	Week 4
	Launch the online ordering and delivery service and promote it on social media.
	Business Owner and Staff.



The implementation plan follows a logical order to reduce risks and ensure a successful launch. First, the bakery should choose a suitable online ordering system that meets its business needs. Next, the system should be installed and tested before it is used by customers. Staff training is essential to ensure employees understand how to process online orders and provide good customer service. Finally, the new service should be launched and promoted through social media to attract customers and increase sales.
[bookmark: _Toc236913945]6-One KPI and SMART Objectives 
KPI and SMART Objectives:
Key Performance Indicator (KPI):
· Increase monthly sales by 20% within six months after introducing the online ordering and delivery service.
SMART Objectives
	SMART Element
	Objective

	Specific
	Introduce an online ordering and delivery service to increase sales.

	Measurable
	Increase monthly sales by 20%

	Achievable
	Use existing staff and a simple online ordering platform.

	Relevant
	Supports business growth and meets customer demand.

	Time-bound
	Achieve the target within six months.



A key performance indicator is a critical measure that shows whether an organisation is achieving its most important objectives (Parmenter, 2020). The KPI will measure whether the new service is increasing monthly sales. The bakery can compare monthly sales figures before and after the launch of the online ordering and delivery service. Customer feedback and the number of online orders can also be monitored to evaluate the success of the solution. If the target is not achieved within six months, the business should review its marketing strategy and improve the service where necessary. The SMART framework ensures that objectives are specific, measurable, achievable, relevant and time-bound (Doran, 1981).
[bookmark: _Toc236913946]7- Summary of the Key Findings
· Basil’s Bakery has experienced a 25% decline in sales since the COVID-19 pandemic.
· Changes in customer shopping habits and increased home working have reduced footfall.
· The bakery does not currently offer online ordering or a delivery service, limiting sales opportunities.
· Two solutions were considered: an online ordering and delivery service, and a digital marketing with loyalty programme.
· The online ordering and delivery service was identified as the most effective solution.
· Although there are some risks, they can be managed through careful planning and staff training.
· A clear implementation plan, together with a KPI and SMART objectives, will help monitor the success of the new service and support future business growth.
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