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[bookmark: _Hlk205982484]Task 1: Overview of Case-study
Basil’s Bakery is an independent artisan bakery in a Coventry retail park, opened in 2015 and known for high quality organic bread, cakes and pastries. Sale rose steadily each year until 2020, but have stayed around 25% lower the pre-pandemic levels ever since.The root problem is failing to adapt to permanent changes in customer habits and footfall. This is made worse by fewer retail park visitors, more people working from home, no delivery or easy pre-order service, and rising rent, bills and unpredictable ingredient prices.


[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal (Digital Ordering and Local Delivery )
This involves setting up basic social media platforms and an easy way for customers to pre-order online or via message, plus a small local delivery slot done in quieter times manageable for basil and his wife. It answers exactly what customers have asked for, cut waiting times and missed calls, and reaches people who can no longer visit regularly. This tackles the root problem directly by fitting around new routines, winning back lost trade and bringing in extra income with very little cost.


Solution B Proposal (Streamlined Production and Loyalty Scheme) 
This means adjusting baking batches to cut waste, ordering core ingredients more carefully, and introducing a simple loyalty card for regular customers. It addresses the root problem directly keeping costs under control and encouraging people to return. Less waste helps offset higher overhead, While rewards help hold onto existing customers all changes that fit easily into their daily work without needing extra staff or big spending.


Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation Solutions A is the best option to take forward. The criteria used were ability to increase sales, cost to set up, ease of running, and suitability for the business. Higher weight was given to sales potential and low cost, as lost income and rising expenses are the most urgent issues, while ease of management was prioritised because only Basil and his wife run the bakery.
Solutions A deals directly with the core problem by meeting the needs customers have already asked for something cost cutting along cannot achieve. It reconnects them with people who now work from home or visit less often, uses low cost tool, and builds on their strong reputation for quality. While Solution B help with finances, it won’t bring back lost customers, so Solution A offers the best chance of steady recovery.

Task 4b) Justifications for the Implementation Plan 
Tasks are ordered logically to avoid disruption research first to pick a low cost, easy system that fits the business, set it up properly before launch so customers get a smooth service, promote widely once live, then track progress to fix issues early. All work falls to Basil and his wife, as there are no extra staff and timelines are spread out to fit around daily baking and shop duties. This keep costs down, protects normal trade, and builds change steadily rather then rushing it. 


Task 5b) Justifications for the KPI and SMART Objectives
The selected Key Performance Indicators monthly sales revenue and customer footfall is fully justified as it directly measures the bakery primary goal of returning to pre-2020 performance it is straightforward to track using existing business records, requires no complex systems for this small, owner-operated setup, and clearly demonstrates whether improvements are effective. Every proposal SMART objectives is designed to align precisely with this KPI, following the framework to ensure each target is specific measurable, achievable, relevant, and time bound.They are deliberately focused on clear outcomes such boosting sales and expanding reach, with quantifiable metrics that tie directly into the KPI for consistent monitoring. The objective are realistic given the business’s limited resources and staffing, closely relevant to the identified issues of stagnant trade and low visibility, and anchored to set deadline to maintain steady progress rather then rushed action. Together, the KPI serves as the overarching benchmark for success, while the SMART objectives provide the structured, actionable steps needed to reach it, creating a unified, easy manage system that fits the bakery’s scale and supports sustainable recovery. 

Task 7; Key Findings 

Sales/footfall remain stuck at 25% below 2019 levels the main root problem
Strong assets: trusted local brand, premium organic products, prime location near shop/ workplaces.
Critical gaps zero dedicated marketing, fixed menu, no extra staff to expand capacity.
External pressures rising costs, nearby competitors, tighter customer budgets.
[bookmark: _Hlk208302504]Opportunity low-cost, focused changes promotions, small menu update can deliver solid recovery without heavy spending.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Makes ordering easier for busy customers 
	Small cost for set up and monthly fees 
	Could bring in new custom from people who don’t usually walk past 

	Takes time to learn how to use the system well 
	Takes time to learn how to use the system 
	May cut down on wasted food if orders are placed in advance 

	Opens up sales outside usual opening hours 
	Needs regular checks to keep it running smoothly 
	Can be updated easily to add new products or offers

	Help reach more office and warehouse workers 
	Relies on customers having a phone or internet connection 
	Could lead to adding local delivery later on 

	Help plan daily production and reduce food waste by knowing  demand in advance 
	
	



 

	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Gives customers more choice and reason to return
	Costs more to buy extra ingredients and stock
	Can highlight the bakery’s organic values even more

	A loyalty card rewards regulars and builds trust5
	Takes more time to make and manage extra items
	Could work well alongside the existing in-store feel

	Can use seasonal items to keep things fresh
	Risk of some new lines not selling well
	May draw in people looking for specific dietary options

	Helps stand out from nearby shops
	More work for Basil and his wife with no extra staff
	Can be adjusted slowly if something does not work

	Encourage repeat visits and larger average spend from regular customers 
	
	








Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:Decrease in Sale 
Name the solution you are implementing:Digital Ordering 
	
	WHAT
	HOW
	WHEN
	WHO
	

	1
	Research and choose a suitable digital ordering system 
	Compare low cost, easy to use uk platform check costs, features and customer feedback 

	2nd -9th August 2026
	Basil and his wife 

	Done

	2
	Set up the system and add product details 

	Upload core items prices and order options link to existing social media and business pages 

	10th August 

	Training provider and basil and his wife 
	Not done

	3
	Launch and promote the new service 

	Put up in store notices share updates online tell regulars and nearby workers in person 

	10th September 
	Basil and his wife
	Ongoing

	4
	Track progress and make changes 

	Check weekly order number and sales listen to customer feedback and adjust as needed 

	10th December 
	Basil and his wife 

	Ongoing 





Appendix 3 – Task 5a

The Key Performance Indicator is: Questionnaire to customers 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Questionnaire 

Online reviews 



Reach growth
	20 Qs

15




10%
	Yes

Yes




Yes
	Yes, it will help understand how their knowledge has improved


 Growing Online order 




	1 hour 

2 week 




3 months
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