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[bookmark: _Hlk205982497]Task 1: Overview of Case-study

Basil’s Bakery is an independent artisan bakery located in a retail park in Coventry. The business experienced steady growth after opening in 2015; however, sales have remained around 25% below their 2019 level since 2023. The root problem is the decline in customer footfall, which has reduced sales and threatens the long-term sustainability of the business. These challenges reflect wider changes in the business environment, where organisations must adapt to changing customer expectations and market conditions (Brooks, Weatherston and Wilkinson, 2011). According to Proctor (2019), identifying the root cause of a problem is essential before selecting an effective solution. A structured problem-solving approach also helps managers understand the causes of business challenges before implementing changes (Sproull, 2018).

Task 2: Two Proposed Solutions
[bookmark: OLE_LINK7][bookmark: OLE_LINK8]
Solution A: Online Delivery Service
An online delivery service would allow Basil’s Bakery to reach customers who no longer visit the retail park regularly. Customers could place orders through a website or delivery platform and receive fresh bakery products at home or work. This solution directly addresses the root problem of declining customer footfall by expanding the bakery’s market beyond its physical location. It also responds to customer requests for a delivery option and creates new sales opportunities. Proctor (2019) suggests that effective solutions should focus on resolving the root cause of a problem rather than only its symptoms.

Solution B: Online Pre-order and Click & Collect System
An online pre-order and Click & Collect system would enable customers to order and pay for bakery products before arriving at the shop. This would reduce waiting times during busy periods and improve customer satisfaction. The system would also help Basil organise production more efficiently by preparing orders in advance. Although this solution does not increase customer footfall, it improves the service provided to existing customers and encourages repeat purchases. According to Sproull (2018), improving business processes can increase customer satisfaction and support better operational performance.

Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation in Appendix 1, Solution A: Online Delivery Service is the most appropriate option for Basil’s Bakery. This solution achieved the highest overall score because it addresses the main problem of declining customer footfall and sales. When comparing both solutions, four factors were considered: their impact on sales, implementation cost, customer convenience and long-term business sustainability. These factors were selected because they are directly related to the current challenges facing the bakery. Greater importance was given to the impact on sales, as increasing revenue is essential for the future success of the business. Although the Online Delivery Service requires a higher initial investment than the Click and Collect system, it has greater potential to attract new customers and increase sales. According to Proctor (2019), decision-making tools help managers compare alternatives objectively before selecting the most effective solution. This approach is supported by Belton and Stewart (2002), who highlight the importance of evaluating different criteria when making complex business decisions. Therefore, the Online Delivery Service is the preferred solution for Basil’s Bakery.

Task 4b) Justifications for the Implementation Plan

Based on the Implementation Plan in Appendix 2, the tasks have been arranged in a logical order to support the successful introduction of the Online Delivery Service. The research stage is completed first because Basil needs to compare delivery options and understand the costs before making a decision. The development stage follows because the online ordering system must be created and tested before customers can use the service. Training is scheduled afterwards to ensure Basil can manage orders and customer enquiries effectively. The final stage involves launching and promoting the service once all preparations are complete. The timescales have been designed to allow each stage to be completed properly without disrupting daily bakery operations. Basil is responsible for managing the project because he understands the business, while an external web developer provides specialist technical support. This approach follows Adair’s (2022) view that effective implementation requires clear planning, responsibilities and structured decision-making.

Task 5b) Justifications for the KPI and SMART Objectives

Based on the KPI and SMART objectives presented in Appendix 3, Online Delivery Sales Revenue was selected as the KPI because it directly measures whether the implemented solution is improving Basil’s sales performance. The main issue affecting Basil’s Bakery is the reduction in customer footfall and revenue; therefore, monitoring income generated through online deliveries provides clear evidence of whether the new service is successful.
The SMART objectives support this KPI by providing a structured method to evaluate progress. The specific objective focuses on increasing sales through online customers, which directly responds to the bakery’s main challenge. The measurable objective allows Basil to track performance by monitoring the percentage increase in delivery sales revenue. The target is attainable because customers have already expressed interest in a delivery service. The objective is relevant because increasing sales is essential for the long-term sustainability of the bakery. Finally, the six-month timeframe provides a clear period for reviewing results and deciding whether further improvements are required. According to Adair (2022), monitoring outcomes is an important part of effective decision-making because it allows organisations to evaluate whether actions have achieved their intended results.

Task 6) Key Findings
[bookmark: _Hlk208302504]The key findings from this report are:
· Basil’s Bakery’s main challenge is the decline in customer footfall, which has resulted in sales remaining below 2019 levels. 
· Changes in consumer behaviour, including increased home working and reduced retail park activity, are significant factors contributing to lower customer numbers. 
· The PMI evaluation identified the Online Delivery Service as the preferred solution because it provides opportunities to increase sales and reach customers beyond the bakery’s physical location. 
· A structured Implementation Plan is required to introduce the delivery service successfully, with clear tasks, responsibilities and timescales. 
· The effectiveness of the solution will be monitored through Online Delivery Sales Revenue and SMART objectives to measure business improvement.
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Appendix 1 – Task 3a
PMI Evaluation Table

	Online Delivery Service
Solution A

	Plus
	Minus
	Interesting

	Reaches customers who work from home or no longer visit the retail park. (+5)
	Initial setup costs for an online ordering system. (-2)

	Creates opportunities to attract new customers outside the local area. (+4)


	Increases sales by expanding the customer base. (+5)


	Delivery charges may reduce profit margins. (-2)

	The service could continue to grow as customer demand increases. (+3)


	Responds directly to customer requests for home delivery. (+4)

	Additional staff training may be required. (-1)

	Improves the bakery’s competitive position. (+3)


	Provides greater convenience for customers. (+4)


	Delivery quality must be monitored carefully. (-1)

	Could increase repeat purchases through online ordering. (+4)


	
TOTAL: 18
	
TOTAL: -6
	
TOTAL: 14


[bookmark: _Hlk210816971]
Therefore: Overall Total for Online Delivery Service = 26
Proctor, T. (2019) Creative Problem Solving for Managers: Developing Skills for Decision Making and Innovation. 5th ed. New York: Routledge.
	Online Pre-order and Click & Collect System
Solution B

	Plus
	Minus
	Interesting

	Reduces customer waiting times during busy periods. (+4)

	Does not increase customer footfall. (-4)

	Improves the organisation of daily production. (+3)


	Improves customer satisfaction. (+4)

	Customers still need to travel to the bakery. (-3)

	Can be introduced with relatively low investment. (+3)


	Makes ordering faster and more convenient. (+3)

	Limited impact on attracting new customers. (-3)

	May encourage repeat purchases from existing customers. (+2)


	Helps Basil plan production more efficiently. (+4)


	Phone and online systems require ongoing maintenance. (-1)

	Could later be combined with a delivery service. (+4)


	
TOTAL: 15
	
TOTAL: -11
	
TOTAL: 12



Therefore: Overall Total for Online Pre-order and Click & Collect System = 16
Proctor, T. (2019) Creative Problem Solving for Managers: Developing Skills for Decision Making and Innovation. 5th ed. New York: Routledge.




Appendix 2 – Task 4a

Implementation Plan
· Name the problem you are solving: Declining customer footfall and reduced sales at Basil's Bakery.
· Name the solution you are implementing: Online Delivery Service.
	
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	
Research
	Research suitable online delivery platforms and compare costs to select the best option for the bakery.
	
Week 1
	
Basil
	☐


	2
	
Development

	Develop and test an online ordering system to ensure customers can place orders easily and securely.
	
Weeks 2–3

	Basil and Web Developer

	☐

	3
	
Training

	Learn how to manage online orders, customer enquiries and delivery requests before launching the service.
	
Week 4
	
Basil
	☐



	4
	
Launch and Promotion
	Launch the Online Delivery Service and promote it through social media, posters and customer leaflets.
	
Week 5
	
Basil

	☐



Adair, J. (2022) Decision Making and Problem Solving: Break Through the Barriers and Banish Uncertainty at Work. 5th ed. London: Kogan Page
Appendix 3 – Task 5a

· The Key Performance Indicator is: Online Delivery Sales Revenue
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase sales revenue by introducing an Online Delivery Service to attract customers who no longer visit the retail park.

	Achieve a 15% increase in monthly sales revenue generated from online delivery orders.
	This objective is achievable because existing customers have already requested a delivery service, showing potential demand.
	Increasing sales revenue directly addresses Basil’s main problem of declining customer numbers and reduced sales.

	Achieve the 15% increase in online delivery sales revenue within six months after launching the service.



Adair, J. (2022) Decision Making and Problem Solving: Break Through the Barriers and Banish Uncertainty at Work. 5th ed. London: Kogan Page.
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