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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is an independent bakery located in Coventry, offering a range of artisan breads, cakes and pastries made with high-quality ingredients. The business experienced steady growth after opening in 2015; however, following the COVID-19 pandemic, sales declined and have remained approximately 25% below 2019 levels. The root problem affecting the business is stagnant sales performance. Several factors identified in the previous analysis contribute to this problem, including reduced customer footfall, increased working from home, rising operating costs, supply issues and the absence of online ordering and delivery services. Together, these factors have limited the bakery’s ability to recover its previous sales performance.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Developing and considering alternative solutions is an important part of effective problem-solving and decision-making (Adair, 2022).

Solution A: Online Ordering and Local Delivery Service
The first proposed solution is to introduce an online ordering and local delivery service. Customers would be able to order Basil’s Bakery products through an online platform for home delivery or collection. This solution directly addresses the decline in customer footfall and changes in working patterns, as customers would no longer need to visit the retail park to purchase products. It would make the bakery more accessible to people working from home and customers within the local area. By creating an additional sales channel and reaching customers beyond the physical location, Basil’s Bakery could increase customer convenience, generate additional orders and support the recovery of its sales performance.

Solution B: Marketing and Customer Loyalty Programme
The second proposed solution is to introduce a targeted marketing and customer loyalty programme designed to attract new customers and encourage existing customers to purchase more frequently. Basil’s Bakery could use social media and local promotional campaigns alongside a simple loyalty scheme that rewards repeat purchases. This approach could increase awareness of the bakery among local residents and reduce its reliance on customers who naturally visit the retail park. A loyalty programme could also encourage repeat business and strengthen customer relationships. By increasing customer engagement, purchase frequency and local awareness, this solution could contribute to higher customer demand and help improve the bakery’s stagnant sales performance.

Task 3b) Evaluation Results and Justifications
The PMI evaluation shows that Solution A – Online Ordering and Local Delivery Service is the preferred solution, achieving an overall score of +28, compared with +21 for Solution B. Evaluating alternatives against relevant criteria can support a more structured decision-making process (Belton and Stewart, 2002). The evaluation considered important factors such as sales opportunities, customer convenience, costs, operational challenges and potential for future growth. Greater importance was given to factors that directly address the main problem of stagnant sales and reduced customer footfall. Although Solution A involves initial setup costs, delivery expenses and additional operational responsibilities, its benefits outweigh these disadvantages. It provides customers with easier access to the bakery’s products and reduces the business’s dependence on physical customer visits to the retail park. Therefore, Solution A is the preferred option because it directly addresses key causes identified in the original analysis while providing greater potential to increase sales, reach more customers and support the long-term growth of Basil’s Bakery.

Task 4b) Justifications for the Implementation Plan
The implementation plan follows a logical order to ensure that the Online Ordering and Local Delivery Service is introduced effectively. A structured approach to implementing decisions can help organise actions and support effective problem-solving (Cook and Macaulay, 2007). Research and system selection are completed first because Basil must identify a suitable and affordable platform before setting up the service. Two weeks are then allocated for system setup, allowing sufficient time to add products, payment methods and delivery options. Delivery arrangements and staff responsibilities are organised before testing to ensure the service can operate efficiently. Testing is completed before the official launch so that technical or operational problems can be identified and corrected. Responsibilities are allocated according to relevant skills: Basil manages key business decisions, the IT provider supports technical activities, and bakery staff assist with operational tasks. Finally, performance is monitored over six weeks to assess sales, online orders, deliveries and customer feedback, allowing Basil to identify whether improvements are required.

Task 5b) Justifications for the KPI and SMART Objectives
The selected KPI is the percentage increase in total sales revenue because it directly measures whether the proposed solution is helping to address Basil’s Bakery’s main problem of stagnant sales. SMART objectives help organisations establish clear and measurable targets for evaluating performance (Doran, 1981). Monitoring sales revenue before and after implementation will provide clear evidence of the solution’s effectiveness.
The SMART objective provides a structured target for measuring progress. It is Specific because it focuses on increasing sales through the Online Ordering and Local Delivery Service. It is Measurable because a 10% increase can be tracked using sales records and supported by monitoring online order numbers. It is Attainable because the new service creates an additional sales channel and improves customer access to the bakery’s products. It is Relevant because increasing sales directly addresses the root problem identified in the case study. Finally, it is Time-Bound because the 10% increase should be achieved within six months. Regular monitoring during this period will allow Basil to evaluate progress, identify performance issues and make appropriate improvements to the service.

Task 6) Key Findings
[bookmark: _Hlk208302504]Basil’s Bakery’s main problem is stagnant sales performance, with sales remaining approximately 25% below pre-pandemic levels due to factors including reduced customer footfall and changing customer behaviour. 

Two potential solutions were considered: an Online Ordering and Local Delivery Service and a Marketing and Customer Loyalty Programme. 

The PMI evaluation identified the Online Ordering and Local Delivery Service as the preferred solution, achieving the higher overall score. 


A structured implementation plan will support the effective introduction, testing, launch and monitoring of the selected solution. 

Success will be measured using sales revenue growth, with a SMART objective of achieving a 10% increase in total sales revenue within six months.
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Appendix 1 – Task 3a

PMI Evaluation Table

The PMI technique evaluates the Plus, Minus and Interesting aspects of an idea to support the evaluation of alternative solutions (Proctor, 2014).

	Solution A – Online Ordering and Local Delivery Service

	Plus
	Minus
	Interesting

	+5 Increased sales opportunities
	-4 Initial setup costs
	+4 Opportunity to reach new customers

	+5 Greater customer convenience
	-3 Delivery operating costs
		


+3 Potential to expand the delivery area
	




	+4 Reaches customers working from home
	-3 Increased staff workload
		


+4 Creates a new long-term sales channel
	




	+4 Reduces reliance on retail park footfall

	-2 Staff may require additional training
	+3 Customer ordering data could identify buying trends

	+4 Wider local customer reach
	-3 Risk of delivery delays
	+3 Could improve the bakery’s competitiveness

	+3 Easier access to products
	-2 Technical issues with online ordering
	+3 Could support future business growth

	
TOTAL: +25
	
TOTAL: -17
	
TOTAL: +20



Therefore: Overall Total for Online Ordering and Local Delivery Service = +28







	Solution B – Marketing and Customer Loyalty Programme

	Plus
	Minus
	Interesting

	+4 Encourages repeat purchases
	-3 Ongoing promotional costs
	+3 Opportunity to collect customer feedback

	+4 Increases local brand awareness

	-3 Discounts may reduce profit margins
	+3 Customer data could identify buying patterns

	+4 Relatively low implementation cost

	-2 Requires regular management
	+3 Could attract different customer groups

	+3 Strengthens customer relationships

	-3 Results may take time to appear
	+3 Social media could increase online visibility

	+3 Can attract new local customer

	-4 Does not directly solve reduced footfall
	+3 Promotions could be adjusted based on customer response

	+4 Rewards loyal customers

	-3 Marketing may not guarantee increased sales
	+2 Could be combined with other strategies in the future

	
TOTAL: +22
	
TOTAL: -18
	
TOTAL: +17



Therefore: Overall Total for Marketing and Customer Loyalty Programme = +21



Appendix 2 – Task 4a
Implementation Plan

A structured implementation plan helps to organise the activities, responsibilities and sequence required to put a selected solution into practice (Sproull, 2018).
Name the problem you are solving: Stagnant sales performance: Basil’s Bakery sales remain approximately 25% below pre-pandemic levels.
Name the solution you are implementing: Online Ordering and Local Delivery Service.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Select an online ordering system
	Research and compare suitable online ordering systems based on cost, features and ease of use.
	Week 1 (7 days)


	Basil – Business Owner


	Suitable system selected and budget approved.

	2
	Set up the system


	Add products, prices, payment methods, collection and delivery options to the selected online system.
	Weeks 2–3 (14 days)


	Basil and IT Provider


	Online ordering and payment system fully configured.


	3
	Organise local delivery


	Establish the delivery area, charges and schedule. Organise packaging and assign staff responsibilities for orders.
	Week 4 (7 days)


	Basil and Bakery Staff


	Delivery procedures and staff responsibilities confirmed.



	4
	Test the service


	Complete test orders to check ordering, payment, preparation and delivery. Correct any identified problems.


	
Week 5 (5 days)

	Basil, IT Provider and Bakery Staff


	Test orders completed and identified problems resolved.



	5
	Launch and promote



	Launch the service and promote online ordering and delivery to existing and potential customers.
	Week 6 (7 days)
	Basil and Marketing Support
	Service launched and promotional activities completed

	6
		Monitor performance



	






	Monitor online orders, sales, deliveries and customer feedback to identify necessary improvements.
	Weeks 7–12 (6 weeks)
	Basil – Business Owner
	Results analysed and necessary improvements identified.





Appendix 3 – Task 5a

SMART objectives provide a structured approach for setting specific and measurable goals within a defined timeframe (Doran, 1981).
The Key Performance Indicator is: Percentage increase in total sales revenue.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase Basil’s Bakery’s total sales revenue by introducing the Online Ordering and Local Delivery Service, providing customers with an easier and more convenient way to purchase products.






	Achieve a 10% increase in total sales revenue. Sales records before and after the launch will be compared, while the number of online orders will also be monitored.





	A 10% increase is realistic because online ordering and delivery create an additional sales channel and allow the bakery to reach customers who do not regularly visit the retail park.





	The objective directly addresses Basil’s Bakery’s main problem of stagnant sales. Increased sales revenue will help improve business performance and contribute towards recovering the sales lost since the pandemic.





	Achieve the 10% increase in total sales revenue within six months of launching the Online Ordering and Local Delivery Service. Sales performance will be reviewed regularly to measure progress towards the target.











Page 2 of 2

