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Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
Basil’s Bakery is a small independent artisan bakery located in a retail park in Coventry, Uk. The bakery opened in 2015 and built a customer base among local shoppers, retail employees, office workers and warehouse. Sales grew before 2020 but have remained around 25% below 2019 levels since 2023. At the same time, business costs have increased.

The main problem is lower sales caused by reduced customers footfall and changes in customer behavior. The bakery still depends heavily on customers physically visiting the retail park 

There are Issues contributing to the problem:

· Lower footfall: Fewer people visit the retail park and some shops have closed.
· Working from home: Office workers visit less often, reducing regular customers.
· No delivery: Customers have requested delivery, but Basil does not offer it.
· Poor pre-order system: Phone orders are difficult because Basil is busy baking.
· Higher cost: Rent, utilities, insurance and ingredients have become more expensive.
· Organic ingredients: They support Basil’s quality image but are expensive and unpredictable.









[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions


Proposed Solution A: Online Pre-order and Collect System.
Introduce an online ordering system where customers can order and pay before visiting the   bakery.
The solution could start with the Customers could choose products online, select a collection time and collect their order without waiting. This would also reduce Basil’s reliance on telephone orders.
Reviewing the implementation of some of the previously mentioned sections. This could help increase sales by making buying more convenient. It would reduce waiting times, allow Basi to organize orders in advance and improve customer service. Mos importantly, it would help the bakery adapt to changing customer behavior.



Proposed Solution B: Delivery Service.
In first place, introduce a local delivery service for bakery products.
Also, Basil could use a third-party delivery company instead of leaving the bakery himself. Customers who work from home or no longer visit the retail park could still purchase their products.
 Now by using the Delivery system Basil would reduce dependence on retail-park footfall an allow him to reach more customers. It could generate additional sales and help address the root problem of declining customer numbers and sales.








Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation, I would choose Solution A because it has the best potential to increase sales and meet customer needs.
I would give sales growth a 40 % weighting because reaching more customers is important for Basil’s success. Solution A could reach people working from home, offices and warehouse workers.
I would give customer satisfaction 30% because customers have already asked for delivery. This could make ordering easier and improve customer loyalty.
To take about the cost and practicality I would give 20%. Delivery may increase costs and require extra staff, but Basil could start small to reduce the risk.
Finally, I would give future growth 10% because delivery could help Basil expand beyond the retail park.
Overall, solution A is the best choice because the benefits of increased sales, convenience and growth outweigh the additional cost and workload.

Task 4b) Justifications for the Implementation Plan

The tasks are in this order because each one needs to be completed before the next.
Week 1: Basil researches the ordering system first to make sure it is suitable and affordable.
Week 2: Basi and the website provider set up the menu and payment options. The provider handles the technical work while Basil provides the business information.
Week 3: Basil launches the service and monitors sales to see if it is successful.
Week 4: Basil launches the service and monitors sales to see if it is successful.
The four-week schedule is realistic, and the responsibilities are given based on each person’s skills this order reduces risk and allows the services to be properly prepared before launch.

Task 5b) Justifications for the KPI and SMART Objectives

The KPI I have proposed is to increase Basil’s total sales by 15% within six months of introducing the online pre-ordering service. I chose this KPI because Basil’s main problem is declining sales, so measuring sales will clearly show whether the solution is successful.
Specific: The objective focuses specifically on increasing sales through online pre-ordering. This makes it clear what Basil wants to achieve.
Measurable: A 15% increase in sales can be measured by comparing monthly sales before and after the service is introduced. This provides clear evidence of success.
Attainable: the target is realistic because customers have already asked about the pre-ordering.
Relevant: Increasing sales directly addresses Basil’s main problem of sales being below previous levels and reduced retail- park footfall.
Time -Bound: The target should be achieved within six months. This gives the new service enough time to attract customers while providing a clear deadline for reviewing its success.
Overall, this KPI is appropriate because it allows Basil to measure whether online pre-ordering is actually improving the performance of the bakery.













Task 7) Key Findings

· Sales have remained around 25% below 2019, showing that the current business model is not performing as well as before.
· Retail Park footfall has reduced-fewer customers are visiting the retail park, and shops are continuing to close, reducing Basil’s potential customer base.
· Customer buying habits have changed-more office workers now work from home, meaning they visit the bakery less frequently.
· Customers want more convenient ordering options, customers have asked about pre-ordering and delivery, showing clear demand for alternative ways to purchase Basil’s products.
· Online pre-ordering is the preferred solution, it could increase sales, reduce waiting time and improve customer convenience while helping Basil reach customers beyond the retail park.
[bookmark: _Hlk208302504]
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Appendix 1 – Task 3a
PMI Evaluation Table
	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Basil has artisan baking skills. 
	Delivery would increase operating costs.
	Costumers have already asked for a delivery service.

	Could reach customers who work from home.

	Basil may need additional staff or a driver.
	Coud increase sales without relying on retail park footfall.

	Costumers could pre-order, reducing waiting time.

	An online ordering system would have an initial cost.
	Could target offices and warehouse workers for bulk orders.

	Could increase customer loyalty.

	More orders could put pressure on Basil’s baking capacity.
	Could allow Basil to expand beyond the local retail park.

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



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +4


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Could increase sales by reaching customers outside the retail park.
	Setting up web side and online orders.
	Customers have already asked about pre-ordering.

	Customers could order in advance and avoid waiting.

	Basil may receive more orders than he can produce.
	Could reduce the problem of unanswered phone calls.

	Could improve customer convenience and loyalty.

	Basil may need to change his production schedule.
	Online sales could help build a wider customer base.

	Could attract customers who work from home.

	Managing online orders could increase Basil’s workload.
	Could reduce dependence on declining retail-park footfall.

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



Therefore: Overall Total for Name (for Solution B) = +4
Appendix 2 – Task 4a

Implementation Plan

Name the problem you are solving: Declining sales due to reduced retail -park footfall and changing customer buying habits.
Name the solution you are implementing: Introduce an online pre-ordering service for Basil’s Bakery.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	


	Research suitable online ordering system and decide which one to use.
	Week 1

	Basil


	



	2
	


	Create the online menu, including products, prices and ordering/ payment options.
	Week 2

	Basil + website provider


	



	3
	


	Test the system and promote the new pre-order service to existing customers and local businesses.
	Week 3


	Basil


	



	4
	


	Lauch the services and monitor orders, sales and customer feedback.
	Week 4


	Basil

	






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase sales through the new online pre-ordering service.





	
Measure monthly sales and aim for a 15% increase.




	
This is realistic because customers have already asked about pre-ordering



	
It addresses Basil’s problem of declining sales and reduced retail park footfall.




	
Achieve the target within 6 months of launching the service.







This is a suitable KPI because it directly measures whether the new solution improves Basil’s business performance. A KPI is a measurable value used to assess progress towards an intended result. (KPI.org-KPI Basics.)
The objective follows the SMART approach because it is Specific, Measurable, Attainable, Relevant and Time-Bound. (Mindtools-SMART Goals.)
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