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Solution A: Digital Ordering, Click & Collect and Local Delivery
The proposed solution is to introduce a simple online ordering system that allows customers to pre-order bakery products through a website or mobile-friendly platform. Customers could choose either click and collect or local delivery within a defined radius. This would directly address two major problems: declining physical footfall and Basil’s inability to answer telephone orders while baking. Customers working from home would still be able to purchase Basil’s products, while retail and office workers could pre-order lunch and collect it without waiting. Online food delivery is increasingly normalised among UK consumers, with convenience and time saving identified as important reasons for using such services (McCarthy et al., 2022). Digital transformation can also improve SME performance (Teng, Wu and Yang, 2022).
Solution B: Corporate Catering and Business Partnerships
The second proposed solution is to develop a corporate catering service targeting nearby offices, warehouses and industrial businesses. Basil could offer pre-arranged breakfast boxes, lunch packages, pastries, cakes and bread for meetings and staff events. Orders could be placed in advance by businesses, creating larger and more predictable sales rather than relying entirely on individual customers visiting the retail park. This would help compensate for reduced footfall and the loss of customers caused by redundancies and hybrid working. Building relationships with local organisations would also create a more stable customer base and reduce dependence on passing trade. Relationship-based marketing can support customer retention and longer-term business value by developing stronger connections with customers and organisations (Kotler and Armstrong, 2020).
Evaluation Results and Justifications
Based on the PMI evaluation, Solution A is the most appropriate option for Basil’s Bakery. The evaluation criteria were selected because Basil needs a solution that increases sales while remaining financially and operationally realistic for a small independent business. The most heavily weighted criterion is expected sales impact (30%), because the root problem is the sustained 25% reduction in sales compared with 2019. Customer reach was weighted at 20%, as Basil must reach customers who no longer regularly visit the retail park. Implementation cost and operational feasibility were each weighted at 15%, because Basil has rising overheads and limited time available for administration. Risk and speed of implementation were weighted at 10% each. Solution A achieved the strongest overall evaluation because it expands Basil’s market beyond physical footfall, enables pre-orders, reduces waiting times and provides a route to customers working from home. Therefore, it offers the best balance between growth potential, affordability and feasibility.
Justifications for the Implementation Plan
The implementation plan is deliberately structured in stages to minimise financial and operational risk. First, Basil should confirm customer requirements and define the delivery area, product range, pricing and ordering process. This provides a clear foundation before any money is spent on technology. Second, a simple online ordering system should be selected and tested internally to ensure that orders are accurate and easy to manage. Third, a small pilot should be introduced using click and collect before local delivery is fully launched. This allows Basil to identify operational problems without committing significant resources. Basil should remain responsible for product quality and production, while a suitable employee or delivery partner manages order administration and deliveries. Finally, the service should be promoted through social media, in-store advertising and local business contacts. Performance should then be reviewed weekly using the agreed KPIs, allowing adjustments to be made quickly.
Justifications for the KPI and SMART Objectives
The main KPI proposed is online and delivery sales revenue as a percentage of total monthly sales. This KPI is appropriate because the main purpose of Solution A is to generate sales from customers who no longer regularly visit the retail park. It is also measurable and can be monitored through the online ordering system. Performance measurement should combine financial and operational indicators rather than relying on a single financial measure (Kaplan and Norton, 1992).
The first SMART objective is to achieve 10% of total monthly sales through online orders within three months. This is specific, measurable and achievable for an initial launch period. The second objective is to achieve 15% of total monthly sales through online ordering and delivery within six months, providing a clear progression from the initial target. The third objective is to reduce average customer waiting time for pre-ordered collections to less than five minutes within three months. This directly addresses customer complaints about queues. Finally, Basil should achieve at least 50 online orders per month by the end of month three. These objectives are time-bound and provide clear measures for evaluating whether the new service is producing meaningful results.
Task 7: Key Findings
· Basil’s Bakery’s main problem is not product quality but the decline in physical customer footfall and changing customer behaviour.
· Hybrid working has reduced the number of office workers purchasing food from the retail park, with 28% of working adults in Great Britain working in a hybrid arrangement in early 2025 (ONS, 2025).
· Increasing costs, including rent, utilities, insurance and organic ingredients, make simply waiting for footfall to recover an unsuitable strategy.
· Digital ordering, click and collect and local delivery provide an opportunity to reach customers beyond the retail park and reduce waiting times.
· Corporate catering could provide an additional revenue stream, but Solution A is the preferred option because it has broader customer reach, relatively low implementation risk and directly addresses several identified customer problems.
















· PMI Evaluation Table
· 
	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	increases sales by reaching more customers, reduces waiting times by allowing pre-orders, helps plan production to reduce food waste, and can attract customers beyond the retail park.
	1. Requires setup costs for an online ordering system, possible delivery fees, and may need extra staff during busy times.

2. Setup costs for a website, potential delivery fees, and possibly needing extra staff during busy periods.
	could partner with local delivery companies instead of hiring his own drivers, keeping costs flexible and manageable.




	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Promotions on social media and special offers can attract new customers. This strategy encourages repeat business, builds loyalty, and can increase revenue without opening a new location.
	Takes time to build significant loyalty, discounts may reduce profit margins, and regular engagement is needed to keep interest.
	1. A loyalty program can reveal customer preferences, helping Basil tailor offers and potentially boost sales with personalized rewards. 
2. Basil doesn't need to hire his own drivers; he can partner with local couriers to keep costs flexible and manageable




Implementation Plan

Name the problem you are solving: declining sales due to reduced footfall and more people working from home.
Name the solution you are implementing: online pre-ordering and local delivery service.
	WHAT

	HOW
	WHEN

	WHO


	Set up an online ordering and local delivery service.

	Build a simple website or use an ordering platform and partner with a local courier instead of employing drivers. Promote the service on social media and in-store.

	Two weeks for planning, four weeks for set up and testing, and launch within six weeks.
	Basil manages the project, a web developer sets up the system, and a local courier handles deliveries.
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