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Overview of Case-study

[bookmark: _Hlk205979492]1. Introduction: Case Study Overview and Problem Identification 
Basil's Bakery is a unique bakery that focuses on homemade natural bread, cakes and pastries. The bakery is known for its high-quality products but has had the sales plummet since the COVID-19 pandemic, current sales are on average about 25% lower than before the pandemic. The bakery is less competitive due to the decreased number of customers, changing buying habits, higher costs, and the lack of online ordering and delivery. The opportunities present with these challenges need to be met with a strategic approach that can cover issues of inefficiency in the operations and a changing customer demand. This report reviews and assesses options and then suggests the best plan for enhancing business efficiency and sustainability.
2. Analysis of the Business Problem 
The falling performance of the bakery is due to fluctuations in the external market and due to operational constraints. Working remotely from the retail park has resulted in a decline in visits to the park, resulting in fewer opportunities for impulse purchases and less customer foot traffic. However, the competition is growing, and they are increasingly using digital ordering and omnichannel retailing to offer greater convenience, leaving Basil's Bakery at a disadvantage (Gasparin & Slongo, 2023; Sharma & Dutta, 2023). Receiving phone orders internally can also cause inefficiencies as employees may not be able to receive orders during peak times and sales may be lost. Increased costs of the organic ingredients also decrease the profitability, and traditional business practices become increasingly difficult to maintain. The bakery, therefore, needs to be innovative in dealing with all these to make things more accessible for customers and boost the operational efficiency and revenue generation.
3. Proposed Solution 1: Online Ordering, Click-and-Collect and Local Delivery Service 
One the approach is to add a built-in online ordering feature, offering click-and-collect and local delivery. would enable customers to view the item, order them digital, and select their preferred collection or delivery method, minimizing the need for telephone ordering and making it more convenient for the customer. It is a direct response to the changing behaviour of consumers, especially the rising trend of online buying and the growing demand for convenient shopping experiences. The findings indicate that a combination of traditional and digital methods channels using a seamless trade journey positively influences customer satisfaction, as evidenced by previous studies (Basaran, 2022; Joshi et al., 2022). Moreover, the use of online ordering systems enhances operational efficiency by streamlining order management and minimizing transaction errors, thus helping retailers manage the demand more effectively (Mahar et al., 2021). There is also the potential to expand Basil's Bakery into local delivery as this would help to increase Basil's market engage, as customers may stop visit the retail park because of hybrid work patterns (Gasparin & Slongo, 2023). The proposed system, along with digital marketing support, can boost customer interaction, create more sales opportunities, and strengthen business resilience in today's digital retail landscape (Siregar et al., 2023; Naseem, 2023; Sharma & Dutta, 2023; Thaichon et al., 2023).
4. Proposed Solution 2: Digital Marketing and Customer Loyalty Programme 
A second option is to improve Basil's Bakery's online marketing efforts and to create a customer loyalty program. Using social media, email marketing and targeted online advertising could raise brand awareness, and a loyalty program with incentives or discounts for repeat customers could foster loyalty. Digital marketing has become a crucial factor in the growth of the retail sector, as it allows businesses to connect with customers more personally and create a loyal customer base (Siregar et al., 2023; Naseem, 2023). In addition, customer loyalty schemes can drive repeat sales and boost the value of the customer to the store by incentivizing repeat business. While this approach could support greater customer awareness and enhance engagement, the success of this solution will rely on customers visiting the bakery in person. It does not completely cover the operating constraints outlined in the case, which are the absence of an order system, delivery service and inefficient phone ordering. Hence, even though digital marketing may stimulate demand, it can only do so up to a certain extent, as customers may still face purchasing obstacles, limiting the effectiveness of digital marketing as a standalone strategy (Basaran, 2022; Sharma & Dutta, 2023).
5. Evaluation of the Proposed Solutions Using Grid Analysis 
Both solutions were analysed in depth using a Grid Analysis, which evaluates the solutions by reference to several decision criteria, such as implementation cost, customer convenience, market reach, operational efficiency and long-term business sustainability. Analysis suggests that both options are beneficial, however, the online ordering, click and collect, local delivery option scored higher overall because it met both customer requirements and operational efficiency. However, the digital marketing and loyalty programme are more focused at raising awareness about the bakery among customers, rather than seeking to address the current service constraints. Thus, the Grid Analysis shows that the enhancement of service delivery is more strategic than by means of promotion (Amalia Putri and others, 2025).
6. Preferred Solution and Justification 
The ideal approach is a system of online ordering, with click and collect and local delivery. This is advisable because it helps to solve the immediate cause of Basil's poor sales performance as opposed to just concentrating on customer promotion. The solution enhances the buying experience, minimizing missed orders, expanding the shopping horizon beyond the retail park and offering possibilities to boost sales and customer satisfaction. Omnichannel retailing has proven to improve business resilience by connecting digital and physical channels, which helps retailers effectively adapt to shifting consumer habits (Gasparin & Slongo, 2023; Thaichon et al., 2023).
7. Risk Analysis of the Selected Solution
There are several implementation risks to be faced and managed in the proposed solution. There can be financial strain on the small business because of the initial cost of developing the website, ordering software and delivery infrastructure. Operational risk may involve technical difficulties, order inaccuracies (online) and delivery delays (which might impact customer satisfaction). Staff may also need to be trained to effectively adapt to new digital processes, which can lead to temporary disruptions during implementation. But these risks can be controlled by adopting a staged implementation, staff training and a regular system maintenance plan. The use of effective planning and monitoring can reduce the operational uncertainty and maximize the expected benefits with minimal risks of the implementation (Barcauí & Monat, 2023).
[bookmark: _akv038fkr80]8. Feasibility of the Selected Solution 
Proposed solution technically, operationally and commercially feasible. There are a number of digital ordering platforms available and can be provided relatively easily by existing software providers, reducing development complexity. The scope of local delivery can be initially rolled out within a small geographical region to gauge demand, ensuring that there is not a significant operational cost. The service can be scaled up over time as sales of the product grows. This step-by-step strategy allows for a more sustainable growth of the business, while also enhancing financial viability and decreasing implementation risks (Barcauí & Monat, 2023).
[bookmark: _nxssrk4mt1ku]9. Implementation Plan
The first step in implementation is to choose an appropriate online ordering system that can facilitate click-and-collect and local delivery options. After choosing the system, the bakery ought to create the website, upload product information and install secure online payment facilities. Staff should then be trained in the order processing, stock management and customer communication procedures, to ensure smooth day-to-day operations. A pilot launch should take place before full deployment, to uncover technical problems and collect feedback from users for further improvements of the system. Once live, the service needs to be promoted by utilising social media, email marketing and in-store advertising so that customers will use the service. Feedback from customers and sales performance should be tracked continually to uncover improvements to be made. A phased implementation approach minimise disruption, provides a continuous learning opportunity and gives the business a chance to effectively deal with operational challenges during the transition process (Barcauí & Monat, 2023).
[bookmark: _ox9bscicme64]10. Justification of the Implementation Plan 
The phased implementation plan minimizes financial and operational risks by allowing the Bakery to test the system operation before a full implementation. Staff training contributes to service quality and to minimizing resistance to organisational change, and pilot testing gives the opportunity to resolve technical issues before impacting on customers. Continuous monitoring allows for continuous improvement and helps to keep implementation on track with
business goals. This is a structured project planning that enhances the chance for the successful organisational change and sustainable business performance (Barcauí & Monat, 2023).
[bookmark: _9y09sd9n6t62]11. Key Performance Indicator (KPI) 
The number of digital orders received per month will be the main Key Performance Indicator (KPI) as this will directly reflect customer uptake of the new ordering system and its impact on sales growth. If online orders are picking up, it means that the solution helps to make customers more accessible and convenient and helps to move away from in-store purchases. This KPI serves as an effective indicator of the success of the digital transformation and its ability to meet the company's business goals (Basaran, 2022; Sharma & Dutta, 2023).
[bookmark: _hkfhjbtly55i]12. Monitoring and Evaluation of the KPI
Online order data to be reviewed once a month with sales reports on the ordering platform. Measurement should be compared to previous months to determine growth patterns and areas that need improvement. However, if sales through the online channel do not go as planned, Basil needs to assess customer feedback, promotions, and system performance to determine whether he should adjust his operations to boost sales (Barcauí & Monat, 2023).
Task 7) Key Findings
· As consumer habits shift and the number of customers entering the store is shrinking, Basil's Bakery is seeing sales dwindle.
· The strategic solutions were analysed using the Grid Analysis.
· Click and collect and local delivery was decided as the preferred option.
There is a phased implement.
Conclusion 
The analysis shows that the most appropriate solution to Basil's operational and market problems is the introduction of online ordering, click and collect and local delivery services. The strategy will create a sustainable business base for long-term competitiveness by improving customer convenience, maximizing market reach and fuelling operational efficiency (Gasparini & Slongo, 2023).
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Appendix 1 – Task 3a
Table 5.1 PMI Analysis – Solution 1
Online Ordering, Click-and-Collect and Local Delivery
	Plus (+)
	Score
	Minus (-)
	Score
	Interesting / Implications
	Score

	Improves customer convenience
	+5
	High initial implementation cost
	-4
	Creates opportunities for future e-commerce expansion
	+3

	Expands customer reach beyond the retail park
	+5
	Staff require digital system training
	-2
	Enables collection of customers purchasing data
	+2

	Reduces missed telephone orders
	+4
	Delivery logistics may be challenging initially
	-3
	Supports personalized promotions and marketing
	+2

	Improves operational efficiency
	+5
	Ongoing website maintenance costs
	-2
	Strengthens the bakery's digital presence
	+2

	Increases potential sales
	+5
	Risk of temporary technical failures
	-2
	Can integrate with loyalty programmed in future
	+2

	Enhances long-term competitiveness
	+4
	Additional packaging and delivery expenses
	-2
	Provides a foundation for future business growth
	+3

	Total Plus
	+28
	Total Minus
	−15
	Total Interesting
	+14


Overall PMI Score = +27
Table 5.2 PMI Analysis – Solution 2
Digital Marketing and Customer Loyalty Programmed
	Plus (+)
	Score
	Minus (-)
	Score
	Interesting / Implications
	Score

	Improves brand awareness
	+4
	Does not solve the lack of online ordering
	-5
	Can support future digital transformation
	+3

	Encourages repeat purchases
	+4
	Benefits may take time to materialize
	-3
	Strengthens customer relationships
	+2

	Lower implementation cost
	+3
	Depends heavily on customer engagement
	-2
	Generates customer behavioral data
	+2

	Easy to introduce
	+4
	Limited impact on operational efficiency
	-4
	Enhances social media visibility
	+2

	Builds customer loyalty
	+4
	Does not reduce telephone ordering problems
	-4
	May increase website traffic if developed later
	+2

	Supports promotional campaigns
	+3
	Sales growth remains uncertain
	-3
	Useful as a complementary strategy
	+2

	Total Plus
	+22
	Total Minus
	−21
	Total Interesting
	+13



Appendix 2 – Task 4a
Implementation Plan
Table C1. Implementation Timeline
	Phase
	Activity
	Responsibility
	Timeframe
	Expected Outcome

	Phase 1
	Select an online ordering platform
	Business Owner
	Week 1
	Appropriate software selected

	Phase 2
	Develop website and online ordering system
	Web Developer
	Weeks 2–3
	Functional online ordering platform

	Phase 3
	Upload products, pricing and images
	Bakery Staff
	Week 3
	Complete digital product catalogue

	Phase 4
	Configure secure online payment system
	Web Developer
	Week 3
	Safe online payment facility

	Phase 5
	Staff training on order processing and delivery procedures
	Business Owner
	Week 4
	Employees capable of operating the new system

	Phase 6
	Pilot launch of the online ordering service
	Owner & Staff
	Week 5
	Technical issues identified and resolved

	Phase 7
	Full implementation of online ordering and delivery
	Business Owner
	Week 6
	Online ordering system fully operational

	Phase 8
	Digital marketing campaign
	Marketing Support
	Weeks 6–8
	Increased customer awareness and online orders

	Phase 9
	Monthly KPI monitoring and evaluation
	Business Owner
	Monthly
	Continuous service improvement



Appendix 3 – Task 5a
Appendix D. KPI Monitoring Framework
Table D1. KPI Monitoring Plan
	Key Performance Indicator (KPI)
	Baseline
	Target
	Monitoring Frequency
	Data Source
	Corrective Action

	Number of online orders per month
	0
	150 orders within six months
	Monthly
	Online ordering system reports
	Increase promotional campaigns and improve website usability

	Monthly sales revenue
	Current sales
	20% increase within six months
	Monthly
	Financial reports
	Review pricing strategy and promotional activities

	Customer satisfaction rating
	Not measured
	≥90% positive customer feedback
	Monthly
	Customer surveys and online reviews
	Improve customer service and delivery performance

	Average delivery time
	Not measured
	Less than 45 minutes
	Weekly
	Delivery records
	Optimize delivery routes and scheduling

	Repeat customer rate
	Current level
	30% increase within six months
	Monthly
	Customer database
	Introduce additional loyalty incentives and personalized offers



Appendix E. Decision Matrix Summary 
Table E1. Summary of Decision-Making Results
	Decision-Making Tool
	Solution 1: Online Ordering, Click-and-Collect & Local Delivery
	Solution 2: Digital Marketing & Loyalty Programmed
	Outcome

	PMI Analysis
	Highest overall positive score with strong operational and customer benefits
	Positive marketing benefits but limited operational improvement
	Solution 1 preferred

	Grid Analysis
	188 points
	154 points
	Solution 1 ranked first

	Risk Analysis
	Risks manageable through phased implementation and training
	Lower implementation risk but lower strategic impact
	Solution 1 acceptable

	Feasibility Assessment
	High technical, operational and commercial feasibility
	High feasibility but limited ability to address core business problems
	Solution 1 recommended
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