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Cover Page and Contents Page
Basil’s Bakery is a growing business facing a key challenge that’s hurting its current performance. This report looks closely at the situation, using practical problem-solving and decision-making steps to find the best way forward. The goal is simple: truly understand the issue, explore realistic options, and recommend the smartest solution to help the bakery.


The most important first step is to dig into what’s really happening and why without rushing into decisions. A clear, honest analysis reveals the impact on customers, staff, day-to-day operations, and overall results. By following a structured process based on facts rather than assumptions, Basil’s Bakery can make better choices, boost operations, delight customers, and build a stronger foundation for future growth.

[bookmark: _Hlk205982484]
Task 1: Overview of Case-study

[bookmark: _Hlk205979492]Basil’s Bakery is a small independent bakery located in a retail park in Coventry that experienced strong business growth between 2015 - 2019. However, despite the recovery following the COVID-19 pandemic, sales have remained approximately 25% below pre pandemic levels due to changing customer behaviour and increased operating costs. The root problem is the long-term decline in sales, which threatens the sustainability of the business. This issue is driven by both external and internal factors including reduced customer footfall caused by hybrid working and retail closures, together with the bakery’s failure to introduce convenient services such as delivery and an effective pre-order system. Consequently, the business has been unable to adapt to changing market conditions and maintain its competitive position.

(Johnson et al., 2020; Slack & Brandon-Jones, 2022)



[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Provide a name) Solution A Proposal

The proposed solution is to introduce a Digital Ordering and Delivery Service, enabling customers to place orders through an online platform for home delivery or click-and-collect. This solution addresses the changing purchasing habits of customers, particularly those working from home or no longer visiting the retail park regularly. Customers would also be able to pre-order products, reducing waiting times during busy periods and improving convenience. By expanding its sales channels beyond walk-in customers, Basil's Bakery can increase its customer base, improve customer satisfaction, and generate additional revenue. Consequently, this solution directly tackles the root problem of declining sales while strengthening the bakery's long-term competitiveness and business sustainability.

(Kotler and Keller, 2022; Heizer, Render and Munson, 2023)


Solution B Proposal

The best solution is to make daily operations smoother and give customers a better experience. We can do this by simplifying how the bakery works, adding an available online pre-order system, improving staff schedules, and managing busy times more effectively.
This approach will help reduce long waiting times and improve service quality. With more staff training and clear instructions, employees can serve customers faster and more consistently, without losing the quality of the baked goods.

By making the whole experience better, Basil’s Bakery can encourage customers to come back more often, build stronger loyalty and boost sales. This will help the business recover from falling revenue and stay strong in a competitive market.

(Slack & Brandon-Jones, 2022; Heizer et al., 2023)




(Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation in Appendix 1, Solution A – Digital Ordering and Delivery Service is the preferred option because it achieves the highest overall score by addressing both the immediate and long-term causes of Basil's Bakery's declining sales. The evaluation was based on four criteria: impact on sales growth, customer convenience, implementation cost, and long-term sustainability. These criteria were selected because they directly relate to the bakery's current challenges and future competitiveness. Greater weighting was assigned to sales growth and customer convenience, as increasing revenue and adapting to changing customer behaviour are the business's most urgent priorities. Although Solution A requires a higher initial investment than Solution B, its benefits outweigh the costs by expanding the customer base beyond the retail park, improving accessibility, and creating additional revenue streams. Therefore, Solution A offers the most effective and sustainable solution to restore sales and strengthen the bakery's competitive position.
(Cadle et al., 2021; Johnson et al., 2020)

[bookmark: _Hlk205981406]

Task 4b) Justifications for the Implementation Plan

We have created a step-by-step plan to roll out the new system with as little disruption as possible to the bakery’s daily work.

The first step is choosing a good online ordering platform and delivery service, since these form the base for everything else. Next, we will train all staff and thoroughly test the system, so everyone will feel confident before customers start using it.
The third stage is the official launch of the new digital ordering and delivery service. We will support this with simple marketing to let customers know about it and encourage them to try it.

Finally, we will keep a close eye on how things are going by collecting customer feedback and checking sales numbers. This helps us quickly fix any problems that appear.

Basil will oversee the whole project, the team will continue running day-to-day operations, and technology experts will help with system setup. This organised approach reduces risks, makes everyone responsible for their part, and gives Basil’s Bakery the best chance of increasing sales and keeping customers happy in the long term.

(Heizer et al., 2023; Slack & Brandon-Jones, 2022)






(Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]We have chosen monthly sales revenue as our main Key Performance Indicator (KPI). This is the clearest way to check if the new digital ordering and delivery service is really helping to increase income and solve Basil’s Bakery’s biggest problem — the drop in sales. By tracking sales every month, the team can see how well the new system is working and spot any issues that need quick attention. It is a practical measure because it is easy to track and directly shows whether the solution is delivering real results.

To support this, we have set three clear and realistic objectives. First, we aim to increase monthly sales by 15% within the next six months. Second, we want to reach at least 100 online orders per month during the same period. This will show that more customers are using the new system. Third, we will work towards achieving 90% customer satisfaction, measured through simple feedback surveys.

Together, these goals help Basil keep a close eye on sales, customer engagement, and service quality. They provide a complete picture of how the new service is performing and give the business a strong foundation to make smart decisions for long-term growth and success.

[bookmark: _Hlk208302504](Kotler & Keller, 2022; Heizer et al., 2023)




















(Task 7) Key Findings

· Basil's Bakery's primary challenge is a sustained decline in sales, caused by reduced customer footfall, changing consumer behaviour, and increasing operating costs.
· The introduction of a Digital Ordering and Delivery Service is the most effective solution because it expands the customer base, improves convenience, and creates additional revenue streams.
·  The PMI evaluation demonstrated that Solution A offers greater long-term benefits than operational improvements alone, despite requiring a higher initial investment.
· A structured implementation plan, including staff training, system testing, and marketing, will minimise risks and support successful adoption of the new service.
· Monitoring monthly sales revenue through clearly defined SMART objectives will enable Basil's Bakery to evaluate performance, improve customer satisfaction, and ensure the long-term sustainability of the business.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Increases sales by having customers beyond the retail park. +4
	Requires initial investment in technology and delivery   -2
	Could attract new customer segments outside the local area +3

	improves customer convenience through online ordering and click-and-collect. +4
	Staff require training to operate the new system effectively -1
	Creates opportunities for customer loyalty programmes and promotions +2

	Reduces waiting times by allowing customers to pre-order products +3
	Implementation may temporarily disrupt normal operations -1
	Customer data can be collected to improve future marketing decisions. +3

	Strengthens long-term competitiveness and business sustainability. +5
	Ongoing maintenance and software costs may increase expenses. -2
	Supports future business growth through digital expansion. +4

	
TOTAL: 16
	
TOTAL: 6
	
TOTAL: 12



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 22




	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Improves customer satisfaction by reducing waiting times +4
	Does not attract customers who no longer visit the retail park -3
	May improve staff morale through better organisation and training +2

	Enhances staff productivity and service quality +3
	Benefits depend on existing customer footfall remaining stable -2
	Creates more consistent daily operations and workflow +2

	Requires a lower initial investment than Solution A +3
	Has limited impact on expanding the customer base -3
	Standard operating procedures can improve long-term efficiency +2

	Encourages repeat purchases through improved customer experience +4
	Rising external costs and hybrid working patterns remain unresolved -2
	Can complement future digital initiatives if adopted later +3

	
TOTAL: 14
	
TOTAL: 10
	
TOTAL: 	9


Therefore: Overall Total for Name (for Solution B) = 13

We used the PMI (Plus, Minus, Interesting) technique to carefully compare the two proposed solutions. This simple method helps us look at the good points, bad points, and other important factors of each idea before making a final decision (de Bono, 1992). We evaluated both solutions based on four main areas that matter most to Basil’s Bakery: sales growth, customer convenience, how easy it is to put into practice, and long-term success.

After careful evaluation, Solution A 
The digital ordering and delivery service came out clearly on top. It offers the best chance to increase sales, reach new customers outside the retail park and adapt to the way people shop today. While it needs more money at the beginning and extra staff training, the long-term benefits are much greater than these challenges.

On the other hand, Solution B
Improving operational efficiency and customer experience would help with smoother workflows, shorter waiting times, and happier customers. However, it does not solve the main problem of fewer people visiting the bakery or help the business reach more customers.

Overall, the PMI evaluation shows that Solution A is the most effective and sustainable choice for Basil’s Bakery’s future growth and success.

Reference:
de Bono, E. (1992) Serious Creativity: Using the Power of Lateral Thinking to Create New Ideas. London: HarperCollins.


Appendix 2 – Task 4a
Implementation Plan

Declining Sales at Basil's Bakery
Digital Ordering and Delivery Service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Planning and System Selection

	Research, select and install an online ordering platform and arrange a local delivery service.

	Weeks 1–2

	Basil (Owner) and IT Service Provider

	Online ordering platform installed and delivery partner confirmed.



	2
	Staff Training and System Testing
	Train bakery staff to use the online ordering system and test the platform before launching the service.
	Weeks 3–4


	Owner and Bakery Staff

	Staff successfully trained and system tested with no major issues.


	3
	Service Launch and Marketing


	Launch the online ordering and delivery service and promote it through social media, flyers and in-store advertising.

	Week 5

	Owner and Marketing Support

	Service launched successfully and marketing campaign completed.



	4
	Monitoring and Continuous Improvement

	Monitor sales performance, customer feedback and online orders, then make improvements where necessary.
	Weeks 6–12
	Owner of Basil Bakery
	Performance reviewed and improvements implemented based on customer feedback and sales data.



The implementation plan gives Basil’s Bakery a clear, step-by-step way to introduce the new Digital Ordering and Delivery Service. The first stage is choosing and setting up a good online ordering platform and a reliable delivery partner, as these are the foundation of the whole project. In the second stage, we will train all the staff and test the system thoroughly. This ensures everyone feels confident using the new technology and that any problems are fixed before customers start using it.

The third stage is the official launch of the service. We will support it with simple promotion and marketing to help customers learn about the new option and encourage them to place online orders.
The fourth stage involves regularly checking monthly sales, customer feedback, and the number of online orders. This helps us see how well the new service is working and make improvements where needed. Basil will lead the project, the bakery team will manage daily operations, and technology experts will support the system setup. This organised approach reduces risks, causes minimal disruption to normal business, and gives the bakery a much better chance of increasing sales, improving customer happiness, and building long-term success.

(Project Management Institute, 2021)











Appendix 3 – Task 5a

The Key Performance Indicator is:
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase sales revenue by improving customer purchases of artisan bread, pastries, sandwiches, and other bakery products at Basil’s Bakery.




	Monthly sales revenue will be monitored through sales records and compared against the current baseline performance.
	A 15% increase is achievable through improved marketing activities, customer retention strategies, seasonal promotions, and increasing online engagement.
	Increasing revenue supports Basil’s Bakery’s objective of business growth, improving profitability and strengthening its position as an independent artisan bakery.

	The objective is to achieve a 15% increase in monthly sales revenue within 12 months from implementation. Performance will be reviewed monthly to measure progress and ensure that corrective actions can be taken if required.



Key Performance Indicator (KPI): Monthly Sales Revenue

SMART Objective: To increase monthly sales revenue by 15% within 12 months by encouraging customers to buy more of our artisan bread, pastries, sandwiches, and other favourite bakery products at Basil’s Bakery.

Specific: We will focus on selling more of our core bakery items. Measurable: Every month, we will check our sales records and compare them with our current performance. Attainable: A 15% increase is realistic. We can achieve this by improving our marketing, building customer loyalty, running seasonal promotions, and getting more people to order online. Relevant: Increasing sales will help the bakery grow, make better profits, and strengthen its position as a popular local artisan bakery. Time-bound: We plan to reach this target within 12 months. We will review progress every month and make quick adjustments if necessary.
This KPI follows the smart approach, which helps set clear and practical goals for the business (Doran, 1981). Monitoring monthly sales revenue is very useful because it gives us a direct picture of how the bakery is performing and whether we are making real progress toward our growth targets (Parmenter, 2015).
References:
Doran, G.T. (1981) There’s a S.M.A.R.T. Way to Write Management’s Goals and Objectives. Management Review, 70(11), pp.35–36.
Parmenter, D. (2015) Key Performance Indicators: Developing, Implementing, and Using Winning KPIs. 3rd ed. Hoboken: Wiley.
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