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Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Basil’s Bakery is an independent artisan bakery located in a retail park in Coventry, UK, specializing in high-quality organic baked goods. Since opening in 2015, the business experienced consistent growth until the COVID-19 pandemic disrupted trading conditions in 2020. Although sales recovered following the easing of restrictions, they have remained approximately 25% below 2019 levels. Reduced customer footfall, increased home working, rising operating costs and changing consumer expectations have collectively affected performance. Consequently, Basil requires comprehensive business research to identify the underlying causes of declining sales and support informed strategic decisions for future business sustainability.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Online Ordering) Solution A Proposal
The first solution is to introduce an online ordering and delivery service. Customer feedback indicates a demand for delivery from individuals who now work from home or no longer visit the retail park regularly. By offering online ordering with either home delivery or click-and-collect, Basil could reach a wider customer base, improve convenience and generate additional sales beyond those who visit the bakery in person. This would also reduce reliance on declining retail park footfall.
(Digital pre-order system) Solution B Proposal
[bookmark: _Hlk205980222]The second solution is to introduce a digital pre-order system through a website or mobile application, The existing telephone-based ordering process is ineffective because Basil is frequently occupied with production activities and cannot consistently answer customer calls. A digital pre-order system would improve operational efficiency by allowing customers to place orders at any time without staff intervention. This would reduce waiting times during peak trading periods, enhance customer satisfaction, and improve the overall customer experience. Furthermore, advance orders would provide more accurate information on customer demand, enabling better production planning, improved inventory management, and reduced product wastage. Collectively, these solutions would strengthen the bakery’s competitiveness by improving accessibility, operational efficiency, and responsiveness to evolving consumer behavior.

Task 3b) Evaluation Results and Justifications
  Based on the PMI evaluation in Appendix 1, Solution A – introducing an online ordering and delivery service – is the most suitable option for Basil’s Bakery. This solution can help solve the main problem of falling sales by allowing customers who no longer visit the retail park to continue purchasing products.
The criteria used to evaluate the solutions were sales potential (40%), cost (20%), ease of implementation (20%), and customer convenience (20%). Sales potential was given the highest weighting because increasing revenue is the main priority for improving the bakery’s future. The other criteria were included because the solution must be affordable, practical, and meet customer needs.
Although delivery may increase costs, the opportunity to attract more customers and increase sales makes this the preferred solution for Basil’s Bakery.
Task 4b) Justifications for the Implementation Plan
The tasks should be completed in a logical order to ensure the online ordering and delivery service is introduced successfully. First, Basil should research customer demand and compare available online ordering platforms, as this will help identify the most suitable and cost-effective solution. Next, the website or ordering system should be created, including product listings, prices, and payment options. After this, delivery arrangements should be organised, either through a delivery partner or by hiring support staff. Staff training should then take place to ensure orders are managed accurately and efficiently. Finally, the service should be launched and promoted through social media and local advertising. These tasks are scheduled in this order because research and planning reduce the risk of making expensive mistakes. Assigning responsibilities is also important; Basil should oversee product quality and business decisions, while staff or external providers manage technical systems and deliveries. This allows Basil to focus on baking while improving customer access and increasing sales.

Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The KPI chosen for Basil’s Bakery is the increase in online orders and sales revenue after introducing an online ordering and delivery service. This KPI is suitable because the main problem is the decline in sales due to fewer customers visiting the retail park. By measuring online orders and revenue, Basil can identify whether the new service is helping to attract customers and improve business performance. The first SMART objective is to set up an online ordering system within three months. This is important because customers have already requested pre-ordering, and the system will make purchasing easier. The second SMART objective is to increase sales by 15% within one year. This is achievable because delivery services can reach customers who now work from home. The third SMART objective is to gain 100 online orders per month within six months. This will show if customers are using the new service. These objectives help Basil measure progress and decide if the solution is successful.
Task 7) Key Findings
[bookmark: _Hlk208302504]Sales have remained consistently 25% lower than pre‑2020 levels since 2023, indicating a long‑term rather than temporary decline. Reduced footfall stems from fewer visitors to the retail park, vacant units, and the loss of regular customer groups. The shift to hybrid working has decreased daily visits from office and industrial workers, reducing core weekday trade. Customer demand for delivery and reliable pre‑ordering is unmet, due to operational limitations. Profitability is under pressure from rising overheads and unpredictable costs associated with organic ingredients.
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Appendix 1 – Task 3a

PMI Evaluation Table
	Online ordering & delivery service

	Plus
	Minus
	Interesting

	Increase convenience. +2
	Financial investment in a website. -3
	Allow to introduce scheduled deliveries. +3

	
Home delivery +5
	Delivery logistics. -2
	Analyse to identify peak ordering periods. +1 

	Reach customers beyond the retail park. +3

	Increasing operational costs. -4
	Reducing initial investment while testing marked demand. 0

	
Enabling the bakery to compete with larger chains and local business. +4
	Delays or damage. -5
	Could facilitate partnerships with local business. +2

	
TOTAL: +14
	
TOTAL: -14
	
TOTAL: +6



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +6

	Digital pre-order system

	Plus
	Minus
	Interesting

	Placing orders without relying on telephone contact. +2
	Technical costs. -4
	Enabling Basil to make evidence decisions regarding product ranges. +1

	Reducing waiting times. +3

	Limited digital literacy customers. -3
	Promotional activities. +2

	Improving operational efficiency. +1

	Staff training. -3
	Customers to earn rewards and personalised offers. +2

	More accurate production planning and minimise food waste. +5

	Cybersecurity and data protection risks. -5
	Inventory management. +3

	
TOTAL: +11
	
TOTAL: -15
	
TOTAL: +8



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

Name the problem you are solving: Online Ordering & delivery service.
Name the solution you are implementing: Setting up a website or mobile ordering system.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Develop an online pre-ordering system


	Create a website or online ordering platform where customers can order cakes, pastries and bread before arriving, reducing waiting times during busy periods.


	Within 1–3 months


	Basil and a website developer/online ordering provider


	



	2
	Launch a customer delivery service


	Set up a delivery option for customers who work from home, former retail park workers, and local customers who cannot visit the bakery.


	Within 3–6 months


	Basil with support from a delivery partner or part-time delivery worke


	



	3
	Promote the new services to attract customers


	Advertise the new ordering and delivery options through social media, posters, local businesses and existing customers to increase awareness.


	After the service launches and ongoing


	Basil / marketing support


	



	4
	Monitor performance and improve the service


	Review sales figures, customer feedback, delivery demand and costs to check whether the changes are improving the business.


	Every 3 months


	Basil


	






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: Increase in online orders and sales revenue after introducing an online ordering and delivery service.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

		sddsSpecific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
	
	
	
	


To increase sales by introducing an online ordering and delivery service for Basil’s Bakery.






	


The success will be measured by tracking the number of online orders received and changes in monthly sales revenue.


	


This is achievable because existing customers have already requested delivery and pre-ordering services.


	


The KPI is relevant because Basil’s main issue is declining sales due to fewer visitors to the retail park and more people working from home


	


The KPI will be reviewed after 12 months to measure whether the online service has improved sales performance.












Page 2 of 2

