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Introduction and overview.
Located in a Coventry retail park, Basil's Bakery is an independent artisan bakery. The company grew steadily since beginning in 2015 until the COVID-19 epidemic drastically decreased client traffic and sales in 2020. Sales have stayed about 25% below 2019 levels between 2023 and 2025 notwithstanding the lifting of limitations. This loss has been caused by a number of external causes, such as decreased foot traffic in retail parks, store closures, layoffs among local employees, and an increase in remote work habits. Rising rent, utilities, insurance, and organic ingredient prices have all contributed to an increase in operational costs at the same time. As a result, Basil needs to find practical ways to boost sales and enhance the long-term viability of the company.

Proposed solutions.
Solution 1: Introduce an online ordering service and delivery service.
The lack of clients who no longer frequent the retail park is a major problem for Basil's Bakery. A local delivery service and an online buying platform would enable previous clients to keep making purchases from anywhere. According to research, since the pandemic, there has been a notable increase in customer demand for convenience and online food purchases (Kotler et al., 2021). 
Orders could be placed via a smartphone application or website, with the option of home delivery or pickup. To reduce investment expenses, Basil might first collaborate with outside delivery companies. With this strategy, the bakery would be able to reach a larger regional market and generate more income from sources other than retail park patrons.
Solution 2: implement a digital pre-order and click and collect system.
Customer complaints about lengthy wait times and trouble calling the bakery are highlighted in the feedback. Customers could place online orders for products ahead of time and pick them up at a certain time with the help of a computerized pre-order system. 
Digital ordering systems decrease service bottlenecks and increase customer convenience, claim Chaffey and Ellis-Chadwick (2022). Customers' complaints are directly addressed by this system, which also helps Basil better handle demand. Additionally, by lowering lines during peak hours and promoting repeat business from time-sensitive clients like office and warehouse employees, it would increase operational efficiency.

3a. Evaluation of solutions using PMI analysis.
Solution 1: online ordering and delivery,
Plus.
 Expands customer reach beyond the retail park.
 Provides convenience for remote workers and former customers.
 Creates new revenue streams.

 Increases competitiveness against larger bakery chains.
Minus.
  Additional delivery costs.
  Potential logistical challenges.

  Quality of baked goods may be affected during transportation.

  Requires investment in technology and marketing.

Interesting.
 Potential for subscription services or corporate catering.

 Opportunity to collect customer data for future promotions.

Solution 2: Digital pre-order and click and collect.
Plus: 
 Improves customer convenience.
 Reduces waiting times and queue congestion.

 Lower implementation cost than delivery services.

 Easier to manage operationally.
Minus: 
 Still dependent on customers visiting the retail park.
 Limited ability to attract entirely new customers.

 Requires staff training and software implementation.

Interesting:
· Can be integrated with loyalty programmes.
· Provides demand forecasting data for production planning.

3b. Preferred solution and justification.
While there are advantages to both approaches, the introduction of an online ordering and delivery service is the better choice.
The main issue facing the bakery is the decrease in foot traffic brought on by outside variables beyond of Basil's control, such as the demise of retail parks and the rise in remote work. A click-and-collect technology increases client convenience, but it doesn't solve the underlying problem of fewer customers coming in person.
By enabling consumers to make purchases from anywhere, an online ordering and delivery service directly addresses the loss of clients. Additionally, this solution makes it possible to draw in new clients from Coventry and the neighbouring areas. The long-term revenue potential is larger despite the increased installation expenses. Additionally, consumer inquiries about delivery services show the current demand in the market.
4a. implementation plan.
Implementation plan for online ordering and delivery service.
	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	




	Activity
	Responsibility
	Timescale

	Conduct market research and identify customer demand.
	Basil/ 
	Week 1. 

	Select online ordering platform supplier.
	Basil and IT Supplier.
	Week 2.

	Develop website and ordering functionality.
	IT supplier.
	Week 3-5

	Partner with local delivery company.
	Basil.
	Week 4.

	Testing ordering and delivery systems. 
	Basil and supplier.
	Week 6.



	Train staff on order management processes.
	Basil.
	Week 6.

	Launch marketing campaign.
	Basil.
	Week 7.

	Official service launch.
	Basil.
	Week 8.

	Monitor customer feedback and sales performance.
	Basil.
	Ongoing.

	
	
	

	
	
	



4b. Justification of implementation plan.
The implementation strategy adheres to a logical order intended to reduce risk and guarantee uptake.
To confirm consumer demand and determine expectations, market research is initially carried out. Clearly defining system requirements is ensured by choosing an appropriate technology supplier prior to website creation. The successful integration of both systems is made possible by the establishment of delivery partnerships during website creation.
Prior to launch, testing is done to find and fix technological problems that can have a detrimental impact on the customer experience. To guarantee that knowledge is kept up to date, staff training is planned well before implementation. In order to raise awareness and promote consumer involvement, marketing initiatives start before launch.
As the company's owner and principal decision-maker, Basil still bears the majority of the responsibility. Only when technical competence is needed are outside professionals called upon. For a small, independent business, the eight-week implementation duration is reasonable and allows for advancement without interfering with regular business activities.
5a. KPI and SMART objectives.


Key Performance Indicator (KPI)
Monthly Sales Revenue Generated Through Online Orders
This KPI directly measures the effectiveness of the delivery service by monitoring revenue generated through the new sales channel.
SMART Objectives
Specific: Introduce an online ordering and delivery service for customers within Coventry and surrounding areas.
Measurable: Achieve at least £5,000 in monthly online sales revenue.
Achievable: Existing customer demand for delivery services indicates realistic market potential.
Relevant: Increased sales directly support business sustainability and profitability.
Time-Bound: Achieve the target within six months of implementation.
Additional SMART objectives include:
 Increase overall monthly sales revenue by 15% within six months.
Achieve 100 online orders per month within six months.
Attain a customer satisfaction rating of at least 90% from online customers within six months.
Increase repeat online purchases to 40% of online customers within twelve months.
These objectives align with the bakery's strategic goal of increasing sales while improving customer convenience.
5b. Monitoring and Evaluation of effectiveness.
A defined framework for tracking performance and assessing the effectiveness of the delivery service is offered by the KPI and SMART objectives.
The online ordering system can produce monthly sales reports for tracking revenue trends and comparing actual performance to goals. Keeping an eye on the volume of online orders will show whether client adoption is proceeding as planned.
After deliveries, customer satisfaction surveys can be given out to evaluate delivery dependability, product condition, and service quality. While low scores would indicate areas in need of development, high satisfaction levels would indicate successful implementation.
Customer loyalty and long-term viability will be demonstrated by repeat purchase rates. Basil may need to reassess pricing, product quality, or promotional activity if repeat orders continue to be minimal.
To assess progress toward SMART goals, regular monthly assessments should be carried out. When performance falls short of goals, corrective measures might be put in place. Additional marketing initiatives, special discounts, or increased delivery coverage are a few examples.
Basil may make well-informed business decisions and ascertain whether the delivery service successfully contributes to reestablishing sales growth and enhancing overall business sustainability by regularly evaluating these indicators.
6. Key findings:
· Sales remain approximately 25% below pre-pandemic levels due to reduced footfall.
· Retail parks decline and remote working have reduced customer numbers.
· Rising operating costs are increasing financial pressure on the business.
· Two solutions were identified: online delivery and click-and-collect services.
· PMI analysis demonstrated that online delivery offers greater long-term growth potential.
· An eight-week implementation plan was developed to support successful introduction.
· Monthly online sales revenue was selected as the primary KPI.
· SMART objectives provide measurable targets for monitoring performance.
· Effective implementation could restore lost customers and create new revenue opportunities.
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