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Overview of Case-study
Basil's Bakery is an independent artisan bakery in Coventry UK sourcing high quality ingredients who has had a crucial decline in sales since ‘lockdown’, even though restrictions have ended sales have remained around 25% below 2019 levels. The root problem impacting the bakery is the reduced footfall, shop closures and the increase in hybrid working, this has decreased the number of regular and potential customers visiting the bakery. While having all these problems Basil is dealing with
rising costs such as rent, utilities and organic ingredients which have also reduced profitability. Basil also doesn’t provide a delivery service or have an efficient pre-ordering system as he struggles to answer the phone leaving customers with an unsatisfactory waiting time.
[bookmark: _Hlk205982497]Two Proposed Solutions
Solution A: Bakery delivery service
The proposed solution is to introduce a bakery delivery service to Basil’s Bakery where loyal customers who enquired about the service before and new potential customers will now be able to place their orders by telephone or online and get Basils Bakery products delivered to their doorstep. The delivery service will allow Basil to reach those who now work from home, no longer visit the retail park and have been made redundant, expanding the bakery’s customer base as Basil’s products will be more accessible and convenient to purchase, meeting customer needs.
Solution B: Effective pre-order system
Another proposed solution is to update the pre-order system making it effective for telephone and online ordering, with this solution customers would be able to order products by phone or online before they arrive at the bakery collecting them at a time that’s convenient for them. The pre-order system would also reduce queues during busy periods, improving customer satisfaction allowing Basil to plan production more accurately, reducing food wastes, making the order process quicker. This would help the bakery to retain existing customers and attract more busy customers who have limited time or are in a rush.
Evaluation Results and Justifications
Solution A, the bakery delivery service is the most appropriate solution to progress with because it has the highest overall PMI score of +6 when compared to solution B the effective pre-order system has an overall PMI score of +3. The criteria used to evaluate the solutions were based on customer convenience, customer wants, needs and business growth. These criteria were used to reach old and new customers, reaching maximum customer satisfaction and ensuring the Bakery’s long-term success. The main weighing attributed to this was customer wants, needs and customer convenience by making it easier for customers to purchase products due to the problems the bakery is facing. Business growth was also a weighted attribution as increasing sales, attracting new, retaining old customers is essential for the bakery to make profit. The bakery delivery service is the preferred solution because it offers more benefits that solution B with a bigger potential to benefit the bakery.    
Justifications for the Implementation Plan
· [bookmark: _Hlk205981406]The implementation plan is organised in a scheduled and responsible order to ensure the bakery is fully prepared before launching the delivery service. 
· Task 1 is to research customer demand, delivery costs and the resources required, this information is needed before any further decisions can be made. 
· Recruiting and training a delivery driver is scheduled for task 2 because staff must be providing a professional service before deliveries begin. 
· The online payment system is then developed and tested to ensure customers can place and pay for orders securely without technical issues. 
· The delivery service is then launched with risks at a minimum. 
· The delivery service is evaluated by reviewing profits, delivery performance and customer feedback identifying any improvements. 
· The Bakery Manager Gary is responsible for planning, recruitment and evaluating because he runs the business, while the delivery driver supports testing, the launch of the service and delivering the products.

Justifications for the KPI and SMART Objectives
The proposed Key Performance Indicator (KPI) is to achieve a 15% increase in monthly sales through the introduction of a delivery service within a 12-month period. This KPI has been chosen because increasing sales is the main purpose of introducing the delivery service and provides a clear, measurable way to evaluate its success. Monitoring this KPI will allow the bakery to assess the effectiveness of the service, analyse customer data, and identify areas for future improvement.
The KPI is specific because it focuses on introducing a delivery service, providing the bakery with a clear action to increase sales and improve customer accessibility. It is measurable because delivery orders should contribute at least 15% of monthly sales, which can be tracked through sales records, delivery data, and customer feedback. The KPI is achievable as the bakery can train or recruit an employee to complete deliveries or use external delivery platforms as the business expands, helping to control costs while increasing customer reach. The KPI is relevant because it responds to changing customer behaviours, including hybrid working, reduced footfall, and growing demand for convenient services. Finally, it is time-bound as the target must be achieved within 12 months, allowing enough time to establish the delivery service, attract customers, monitor performance, and make improvements.
Key Findings
· Basil’s bakery has had a decline in sales around 25% compared to 2019 due to reduced footfall, increase in hybrid working and changes in customer behaviours.
· The Bakery has been affected by rising costs such as rent, utilities and sourcing high quality ingredients.
· The PMI evaluation identified that introducing a bakery delivery service is a more effective solution as it achieved a PMI score of +6 while the pre-order system achieved a score of +3.
· [bookmark: _Hlk208302504]A delivery service would allow Basil to reach more customers, improve convenience and increase accessibility to customers with changed behaviours such as hybrid workers.
· The delivery service will be measured through a KPI of achieving a 15% increase in monthly sales within 12 months.
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Appendix 1 – Task 3a

PMI Evaluation Table
	Bakery Delivery Service

	Plus
	Minus
	Interesting

	Saves time for customers
+4
	Traffic on road during deliveries
-2
	Temporary road works can cause delays
-2

	Fast and efficient service
+4
	Fuel Costs are expensive
-4
	Fuel costs can increase due to economic changes
-2

	Basil’s bakery delivers to your exact location
+4

	Road accidents can happen during deliveries
-2
	Drivers may receive tips from customers
+2

	Deliveries can be made to hybrid workers
+3
	Wrong orders can sometimes be delivered
-2
	The customer base can increase through the service
+3

	
TOTAL: +15
	
TOTAL: -10
	
TOTAL: +1



[bookmark: _Hlk210816971]Therefore: Overall Total for the Bakery delivery service= +6


	Effective pre-order system

	Plus
	Minus
	Interesting

	Customers can collect orders when more convenient for them
+4
	Can be a delay in orders 
-2
	Loyal customers may place repeat orders
+2

	No unsatisfactory waiting times
+3
	Customers can cancel orders
-3
	Pre-order data can be used for feedback
+2

	Customers who enquired about the service before can now use it
+3
Can attract back old and new customers
+2

	Customers might not turn up to collect their order
-2

Technical issue can occur with the order system
-2
	Very busy periods may cause an increase in customer delay
-2
The system may sometimes cause technical errors
-2

	
TOTAL: +12
	
TOTAL: -9
	
TOTAL: 0



[bookmark: _Hlk219478739]Therefore: Overall Total for the effective pre-order system = +3

(Proctor, 2014, p. 262)


Appendix 2 – Task 4a
Implementation Plan
Name the problem you are solving: The Bakery currently doesn’t have a delivery service reaching limited customers.
Name the solution you are implementing: Bakery delivery service.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Identify what is needed for the service.


	Research delivery service costs, customer demand in areas and delivery options. 
	10th July 2026- 24th July 2026


	Bakery Manager


	Analyse research and provide materials needed for the service.

	2
	Training and recruiting staff.
	Recruit a delivery driver and provide training for them in delivery and customer services skills.

	24th July 2026- 31st July 2026


	Bakery Manager


	Driver employed and training completed with all training materials provided.

	3
	Technology

	Develop an online payment method setting up online payments.  


	31st July 2026- 7th August 2026


	Bakery Manager and Delivery driver


	Trial and error tests have been run making sure the payments are effective and efficient.


	4
	Launch the delivery service
	Start delivering to customers.
Monitor orders, and delivery patterns.
Manage any issue that occur.

	7th August 2026- 21st August 2026
	Bakery manager and delivery driver
	Review orders, delivery performance and customer demand.
Review and fix any issues that may have occurred.

	5
	Evaluate the delivery service


	See if the business has made a profit/loss.
How many customers use the delivery service (new and old customers).
Provide questionnaires to customer for feedback.
	21st August 2026- 28th August 2026


	Bakery Manager 


	Evaluate the business and customer feedback identifying the next step for the business to grow and continue with the service or not.




(Institute of Leadership & Management 2013, p,85-94)

· 

Appendix 3 – Task 5a
The Key Performance Indicator is: Generate a 15% increase in monthly sales through a delivery service within 12 months.  
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introduce a delivery service.





	Delivery orders should count to a minimum of 15% monthly in order sales.





	Train or recruit an employee to deliver the service or use existing delivery platforms such as Uber and Deliveroo as the business develops.





	It reaches changes in customers behaviours such as hybrid workers. Reaches customers demand who have enquired about the service and reaches customers from the reduce footfall. 





	Target to be achieved withing 12 months.









(Think Marketing, 2012)
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