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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil's Bakery is an independent bakery operating within a retail park in Coventry. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic significantly reduced customer numbers and sales. Although restrictions were later removed, sales have remained approximately 25% below 2019 levels. The main issue facing the bakery is declining customer footfall. This problem is linked to several factors, including retail store closures, employee redundancies, and the rise of remote working. Furthermore, the bakery does not currently provide a delivery service and has limited capacity to process customer pre-orders. These factors reduce convenience for customers and restrict business growth. If no action is taken, the long-term sustainability of the bakery may be threatened

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal: Online Ordering and Delivery Service
The first proposed solution is the introduction of an online ordering and delivery service. Customers would be able to browse products, place orders and arrange home or workplace delivery through a digital platform. This service would allow the bakery to serve customers who no longer regularly visit the retail park.
This solution addresses the core problem of reduced footfall by expanding the business beyond its physical location. Remote workers and former retail employees would still be able to purchase products conveniently. The service also creates opportunities to attract new customers from surrounding residential and business areas. According to Kotler et al. (2022), convenience and accessibility are key factors influencing purchasing decisions. Therefore, a delivery service could increase sales revenue and improve customer satisfaction.

Solution B Proposal: Digital Click-and-Collect System
The second proposed solution is the implementation of a digital click-and-collect system. Customers would order products online and select a convenient collection time. Orders would be prepared in advance and collected without waiting in queues
.
This solution improves customer convenience and addresses complaints regarding waiting times. It would also help Basil forecast demand more accurately and improve stock management. Slack and Brandon-Jones (2022) argue that efficient operations can improve service quality and customer satisfaction. While this option requires lower investment than delivery services, it is less effective at reaching customers who no longer travel to the retail park.

Task 3b) Evaluation Results and Justifications
Following the PMI evaluation shown in Appendix 1, Solution A achieved a higher overall score. The criteria selected for the analysis were customer convenience, sales growth potential, implementation cost and long-term business development. These factors were chosen because they directly influence the bakery's ability to recover lost revenue and remain competitive.
Customer convenience and sales growth were given greater importance because reduced customer numbers are the primary challenge facing the business. Although the delivery service involves higher costs and more complex implementation, its advantages outweigh these disadvantages. It allows the bakery to reach a wider customer base and generate additional revenue beyond traditional walk-in sales. Consequently, the online ordering and delivery service is considered the most suitable solution for Basil's Bakery.

Task 4b) Justifications for the Implementation Plan
The implementation plan has been designed to minimise risk and ensure a smooth transition to the new service. The first stage involves researching customer demand to determine whether there is sufficient interest in home delivery. This information is necessary before any investment is made.
The second stage involves selecting an online ordering system and arranging delivery logistics. Once these systems are in place, employees can be trained to manage online orders efficiently. Marketing activities are scheduled immediately before launch to maximise customer awareness and encourage early adoption. Finally, performance reviews are conducted after implementation to identify strengths and weaknesses. The sequence of activities ensures that resources are allocated effectively while reducing the likelihood of operational disruptions during the introduction of the delivery service.


Task 5b) Justifications for the KPI and SMART Objectives
The selected Key Performance Indicator (KPI) is Monthly Sales Revenue. This KPI has been chosen because the principal problem identified in the case study is the decline in sales performance. Measuring revenue growth provides a clear indication of whether the selected strategy is producing positive results.
The SMART objectives support this KPI. The objective to increase monthly sales revenue by 10% within three months is specific and measurable. Achieving at least 20% of total orders through the online platform within six months demonstrates customer acceptance of the new service. A customer satisfaction rating of at least 4 out of 5 is relevant because positive customer experiences encourage repeat purchases.
Together, these objectives provide practical targets that can be monitored and evaluated regularly. If results fall below expectations, Basil can modify marketing efforts, pricing strategies or delivery arrangements to improve performance.


Task 7) Key Findings
1. Basil's Bakery has experienced a significant decline in customer footfall and sales since the pandemic.
2. The growth of remote working and retail park closures have reduced the number of regular customers
3. Two potential solutions are an online delivery service and a digital click-and-collect system.
4. The PMI evaluation identified the online delivery service as the preferred option
5. Delivery services offer greater long-term growth opportunities despite higher implementation costs
6. Monthly sales revenue is the most appropriate KPI for measuring the success of the proposed solution
[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Enables Basil's Bakery to reach customers who work from home and no longer visit the retail park regularly. This could help recover lost sales and increase market coverage.
	Initial setup costs may be relatively high because the bakery would need an online ordering system, delivery arrangements and promotional activities.
	The delivery service could create opportunities to attract customers from areas outside Coventry retail park, creating a completely new customer base.

	Customers benefit from greater convenience because they can purchase products without travelling to the bakery. This may improve customer satisfaction and loyalty.
	Additional time may be required to manage online orders, coordinate deliveries and handle customer enquiries
	

	Increased accessibility can lead to higher sales revenue because customers can place orders at any time through the online platform.
	Fresh bakery products may be damaged or lose quality during transportation if the delivery process is not carefully managed.
	

	The service provides a competitive advantage because many customers increasingly expect online ordering and home delivery options from food businesses.
	
	









	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Customers can order products in advance, reducing waiting times during busy periods and improving the overall customer experience
	Customers must still travel to the retail park to collect their orders, meaning the solution does not fully solve the footfall problem.
	The system could be integrated with a loyalty programme that rewards repeat customers and encourages future purchases.

	The bakery can prepare orders in advance, improving efficiency and helping Basil manage peak demand more effectively.

	The solution mainly benefits existing customers and may have limited impact on attracting completely new customers.
	

	Implementation costs are lower compared with a delivery service because no transportation process is required.

	Sales growth may be slower because the service does not significantly expand the geographical market.

	

	Improved order forecasting may reduce food waste and help Basil manage stock levels more accurately.

	
	




Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing: 
	
	WHAT

	HOW
	WHEN

	WHO


	1
	Conduct Market Research
	Basil will collect customer feedback through surveys, review competitors' delivery services and identify customer expectations regarding online ordering and home delivery.
	1 September 2026 - 7 September 2026

	Basil



	2
	Develop Online Ordering Platform
	Basil will work with a website developer to create an online ordering system including a digital menu, secure payment options and delivery scheduling features
	8 September 2026 - 21 September 2026
	Basil and IT Provider



	3
	Establish Delivery Operations
	Delivery procedures will be developed, including selecting a delivery partner, setting delivery zones and creating packaging standards to maintain product quality.
	22 September 2026 - 30 September 2026
	Basil and Delivery Partner



	4
	Staff Training and System Testing
	Employees will be trained to process online orders, handle customer enquiries and coordinate deliveries. A trial period will be conducted before launch.
	1 October 2026 - 10 October 2026
	Basil and Bakery Staff






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase customer use of online ordering facilities.
	At least 20% of total orders should be placed through the online platform.
	Customer demand for greater convenience suggests that uptake of online ordering is realistic.
	Online ordering supports the success of the delivery service and contributes to business growth.
	The objective should be achieved within six months of launch.

	Improve customer satisfaction with bakery services.
	Achieve an average customer satisfaction score of at least 4 out of 5 through online surveys and customer reviews.
	High-quality products and improved convenience make this objective achievable.
	Customer satisfaction encourages repeat purchases and positive word-of-mouth promotion.
	The objective should be achieved within six months after launch.
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