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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Basil's Bakery is an independent artisan bakery in Coventry that experienced steady sales growth after opening in 2015. However, although sales recovered after the COVID-19 lockdowns, they have remained around 25% below 2019 levels. The root problem is declining sales, caused by reduced customer footfall and changing consumer behavior. Fewer shoppers visit the retail park because of shop closures, while hybrid working has reduced the number of office workers buying food during the day. Internally, the bakery lacks services such as online pre-ordering and home delivery, limiting convenience for customers. Rising overheads, including rent, utilities and the cost of organic ingredients, have further reduced profitability. Together, these external and internal issues threaten the long-term sustainability of Basil's Bakery unless changes are made to its business model.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Click and Collect and Delivery Service) Solution A
The proposed solution is for Basil's Bakery to introduce an online ordering system that allows customers to pre-order products for click-and-collect or local delivery. This would make it easier for customers to buy from the bakery without needing to visit the retail park or wait in long queues. The solution addresses the main causes of declining sales, including reduced footfall, increased home working and changing customer shopping habits. It also responds to customer requests for delivery and pre-ordering. By making the bakery more convenient and accessible, Basil can retain existing customers while attracting new ones from the local area. Increased sales would help cover rising operating costs, improve customer satisfaction, and support the long-term sustainability and profitability of the business.
(B2B Catering service) Solution B 
Basil's Bakery could expand its business by offering catering services to local offices, warehouses and businesses. This could include breakfast pastries, sandwich platters, cakes and fresh bread delivered directly to workplaces for meetings, staff events or regular lunch orders. This solution would reduce Basil's reliance on customers visiting the retail park, which has experienced declining footfall since 2020. It would also create a steady source of income through repeat business from local companies. By building relationships with nearby businesses, Basil could increase sales, improve brand awareness and make better use of his baking capacity. Regular bulk orders would help generate more predictable revenue, making it easier to manage rising operating costs and improve the bakery's long-term financial stability
Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation the best Solution is solution A is the most suitable choice for Basil’s Bakery because it solves the main issue of fewer customers visiting the retail park. It allows Basil to sell to customers who now work from home or cannot visit the bakery as often. The criteria used to judge the solution are cost, increase in sales, customer satisfaction and ease of running the service. These criteria are important because Basil needs a solution that can improve sales while still being manageable for a small business.
The most important criteria is the ability to increase sales because Basil’s main problem is that sales have stayed below 2019 levels. Customer satisfaction is also important because customers have already asked for delivery and pre-ordering. Cost and ease of running the service were considered because Basil needs to avoid creating too much extra pressure on the business.
Click-and-collect and delivery is the best solution because it attracts more customers, reduces waiting times and creates new ways for customers to buy from the bakery. Although there are some costs and challenges, the benefits make it the strongest option for Basil Bakery

Task 4b) Justifications for the Implementation Plan
The plan follows a step-by-step order that makes logical sense. First, Basil builds the website so there is a place to put the information. Next, he adds the products and prices so everything is ready before customers see it.
Waiting until Weeks 4–5 to partner with a delivery company and start advertising is smart. It means the system is fully working before they start telling people about it through social media and posters. Finally, waiting until the end to review feedback gives Basil time to see what is working and fix any issues.
The roles are split well. Basil handles the setup and reviews to keep total control over the business. However, he brings in a delivery partner at the right time to handle the actual shipping, using their expert help where it is needed most.



Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The selected Key Performance Indicator (KPI)—online sales revenue and overall monthly sales growth—is critical because it directly measures the financial health of the business following its post-pandemic slump. Because the bakery's primary problem is that sales remain stuck 25% below 2019 levels, tracking revenue growth provides the most transparent proof of whether the new digital strategy is succeeding.
The SMART objective is defended through its strategic alignment with the bakery's current environment. Setting a Specific goal to target revenue via the online service keeps operations focused strictly on recovering lost footfall. Making the target Measurable at a 15% increase gives Basil a definitive baseline to evaluate during his Week 6–7 review phase. This target is highly Attainable because it leverages an existing, unserved market: the local hybrid home-workers who have explicitly requested delivery options. It is entirely Relevant to the bakery's survival, directly bringing in new cash flow to offset rising ingredient and utility costs. Finally, the Time-Bound 3-month deadline ensures the campaign has enough time to build traction on social media while preventing the business from draining resources if adjustments are needed.


Task 7) Key Findings
 
· Sales Stagnation: Bakery sales have stalled at 25% below 2019 levels due to permanently reduced footfall at the retail park..

· [bookmark: _Hlk208302504]Shifting Customer Habits: Hybrid working models have significantly cut down the number of local office workers buying food during the day.

· Operational Gaps: The bakery lacks critical convenience features, specifically online pre-ordering and home delivery options.

· Best-Fit Solution: Implementing an online click-and-collect and delivery service (Solution A) is the most effective way to recover revenue while keeping the business manageable.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Click and collect and delivery service (Solution A)

	Plus
	Minus
	Interesting

	Increases sales by reaching customers who cannot visit the bakery                          +5
	Costs involved in setting up an online ordering system  
                                            -3
	Could test the service before fully launching it                 +2

	Makes ordering easier and reduces customer waiting times                                  +5
	Increases Basil’s workload managing extra orders       
                                            -3
	Customer data could help improve future decisions    +3

	Attracts new customers through delivery and online ordering                              +4
	Delivery costs may reduce profit margins
                                            -2
	Could create partnerships with local businesses         +3                                                                 

	Improves stock planning through pre-orders             +4
	May require extra staff during busy periods                       -4
	Could help Basil compete with larger bakeries but may require investment              -3

	
TOTAL: +18
	
TOTAL: -12
	
TOTAL: +5



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +11


	B2B Catering Service (Solution B)

	Plus
	Minus
	Interesting

	Reduces reliance on retail park footfall and individual customers                          +4
	May require extra staff to prepare larger orders
                                            -3
	Could create long-term contracts with local companies                         +4

	Provides a more predictable income through repeat orders 
                                           +5
	Getting to the business may reduce profit margins
                                            -3
	discounts for large orders, but this may reduce profit margins                               -2

	Uses Basil’s existing baking skills and high-quality products                             +4
	Large orders may increase pressure on production   
                                           -2   
	Could expand into event catering in the future   
                                           +4

	Increases sales by gaining regular orders from local businesses                         +4

	Requires time to build relationships with businesses
                                           -3
	relying on a small number of business clients may be risky if contracts end                   -2

	
TOTAL: +17
	
TOTAL: -11
	
TOTAL: +4



Therefore: Overall Total for Name (for Solution B) = +10



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Stagnation in sales  
Name the solution you are implementing: click and collect and delivery service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Set up an online ordering system
	Create a website or online platform where customers can order bakery products for click-and-collect or delivery
	Week 1-2


	Basil


	



	2
	Add products and ordering details


	Upload products, prices, collection times and delivery options onto the system


	Week 3


	Basil 


	



	3
	Arrange delivery service, Promote the new service



	Choose a local delivery option and organise how customer orders will be delivered, Advertise click-and-collect and delivery through social media, posters


	Week 4-5


	Basil and delivery partner


	



	4
	Review, feedback


	Check sales, customer feedback and make changes to improve the service


	Week 6-7


	Basil


	







Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase total bakery sales revenue specifically by launching the new online click-and-collect and delivery platform







	Target a 15% increase in total monthly sales revenue.






	Achievable because customers have actively requested delivery, capturing local hybrid home-workers.






	Addresses the core issue of sales remaining 25% below 2019 levels due to retail park decline.






	Achieve this 15% revenue growth within 3 months of the Week 5 service launch.
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