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Task 1: Overview of the Case Study 
Basil's Bakery is an independent bakery based in Coventry, UK, that specializes in organic cakes, pastries and breads. Sales have since rebounded from the COVID-19 pandemic, but are still about 25% below 2019 totals. Diminishing customer retention is the root cause – a lot of their loyal customers no longer come to the bakery because of the reduction in retail park footfall, hybrid working models and limited buying choices. Due to the absence of an easy ordering system, customers are less loyal and repeat buyers which makes it hard for Basil to retain long-term relationships with customers. To boost customer retention and bring business back to the level it was, a systematic solution must be found to solve the problem (Adair, 2019; Proctor, 2018).
[bookmark: _Toc235276323]Task 2: Two Proposed Solutions
Solution A: Online Pre-order and Click & Collect System 
An Online Pre-order and Click & Collect system would enable customers to place and pay for the order online and then pick it up at a convenient time. This would make it more accessible, reduce the time spent waiting and no longer require a phone order. The system would facilitate repeat sales by offering the customers a better user experience and enable Basil to predict sales and make better business decisions. Digital ordering also provides an opportunity to build better relationships with customers, using personalised promotions and better service, making it an effective and cost-efficient way to increase customer retention (Proctor, 2018).
Solution B: Local Delivery and Subscription Service 
A local bakery delivery and subscription service would allow customers to pick up bakery goods from the bakery or have them delivered to them once or regularly. Implementing weekly subscriptions may help to increase repeat sales, customer loyalty and diminish reliance on retail park customers. This would help to keep customers who aren't coming to the bakery very often. It does, however, involve additional investment in delivery logistics, staffing and transport, which adds to the complexity and cost of the business. It has a longer-term growth potential, but it is a more resource-intensive solution than Click & Collect (Chevallier, 2016).
Figure 1: Comparison of the Two Proposed Customer Retention Solutions for Basil's Bakery (Author's own illustration)
	Solution A
	Solution B

	Online Pre-order & Click & Collect
	Customer Loyalty & Rewards Programme

	Convenient digital ordering
	Points-based loyalty scheme

	Encourages repeat purchases
	Rewards repeat customers

	Low implementation cost
	Moderate implementation cost

	Easy to implement
	Requires ongoing management

	Improves customer convenience
	Strengthens customer loyalty

	Provides customer purchase data
	Encourages long-term engagement

	Recommended Solution
	Alternative Solution


[bookmark: _Toc235276324]Task 3b: Evaluation Results and Justification 
The two solutions were compared with the advantages, limitations and opportunities using the PMI (Plus, Minus, Interesting) decision-making technique (Proctor, 2018). Evaluation criteria were customer retention, feasibility, cost, customer convenience and implementation risk. The feasibility and cost were given more weight due to Basil's limited financial resources. The analysis of the PMI (Appendix 1) revealed that the Online Pre-order and Click & Collect System had the highest overall score (+25), followed by the Local Delivery and Subscription Service (+16). Hence, solution A is recommended as it offers the most feasible, cost effective and less risky solution to improve customer retention and repeat purchase (Adair, 2019).
[bookmark: _Toc235276325]Task 4b: Justification for the Implementation Plan 
The implementation plan is logical and follows a sequence that will enable the successful introduction of the Online Pre-order and Click & Collect System. Planning is finished first to determine the needs of the customer and the specifications of the system, before the development. The ordering platform is then developed and tested before the staff training, which will eliminate the operating errors and enhance the operating quality. The system is launched only after successful testing to provide customers with reliable ordering experience. Basil is responsible for the project, while the technology provider builds the platform and the staff runs the day-to-day operations. The following points outline the benefits of a structured implementation process for effective coordination, minimising implementation risks and enhancing the chances of successful implementation (Kerzner, 2025; Project Management Institute, 2021; Kelay et al., 2013).
[bookmark: _Toc235276326]Task 5b: Justification for the KPI and SMART Objectives
The suggested Key Performance Indicator (KPI) is the month-to-month Customer Retention rate defined as the percentage of customers that re-engage with the Online Pre-order and Click & Collect service. This KPI directly reflects if the solution is delivering on the desired outcome of increasing customer retention and repeat sales – Basil's main business problem (Parmenter, 2015). SMART objectives will back this KPI up by setting measurable goals such as launching an online ordering system within six weeks, achieving at least 50 online orders per week within 3 months, a repeat purchase rate of 20% within 6 months and a customer retention rate of 15% within 12 months. Basil needs to monitor online orders, repeat customer information, as well as customer feedback monthly to assess progress and opportunities for ongoing improvement (Parmenter, 2015).
[bookmark: _Toc235276327]Task 6: Key Findings
· Declining customer retention due to changing customer behaviour, a drop in retail footfall, and limited purchasing options is causing Basil's Bakery to experience a drop in sales.
· The Online Pre-order and Click & Collect System is the best solution, as it makes it more convenient and promotes repeat orders.
· Successful implementation is supported by a structured implementation plan and implementation risks minimised.
· By tracking customer retention using KPI and SMART goals, Basil can assess performance and work towards fostering customer loyalty over time.
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[bookmark: _Toc235276331]Solution A: Online Pre-order and Click & Collect System
	Plus
	Score
	Minus
	Score
	Interesting
	Score

	Improves customer convenience.
	+5
	Requires initial system investment.
	-3
	Provides customer insights.
	+4

	Encourages repeat purchases.
	+5
	Requires staff training.
	-2
	Supports loyalty programmes.
	+4

	Reduces missed customer orders.
	+4
	Increases order management.
	-2
	Enables personalised promotions.
	+5

	Improves customer accessibility.
	+4
	Risk of technical issues.
	-2
	Supports future digital expansion.
	+3

	TOTAL
	+18
	TOTAL
	−9
	TOTAL
	+16


Overall Total = +25
[bookmark: _Toc235276332]Solution B: Local Delivery and Subscription Service
	Plus
	Score
	Minus
	Score
	Interesting
	Score

	Improves customer accessibility.
	+5
	Requires delivery infrastructure.
	-5
	Appeals to remote-working customers.
	+5

	Encourages repeat purchases.
	+5
	Increases operating costs.
	-4
	Supports subscription loyalty.
	+4

	Increases customer convenience.
	+4
	Increases management workload.
	-5
	Creates future growth opportunities.
	+3

	Reduces dependence on store visits.
	+4
	Risk of delivery delays.
	-3
	Customer demand is uncertain.
	+3

	TOTAL
	+18
	TOTAL
	−17
	TOTAL
	+15


Overall Total = +16
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Name the problem you are solving: As a bakery, Basil's Bakery are struggling to hold onto its customers, as footfall in the retail store is falling, the bakery has a hybrid working model and there has been a change in customer buying habits, as well as an inefficient ordering system. All of these have led to decline in repeat visits and customer loyalty, which ultimately means sales have dropped around 25% from 2019.
Name the solution you are implementing: The implementation plan provides a detailed breakdown of activities needed to roll out an online pre-order and Click & Collect offering, which will enhance customer convenience, increase repeat sales, build customer loyalty and help the business sustain itself.
	Task
	What (does this involve)
	When
	Who
	Done

	1
	Identify customer needs, ordering preferences and features that encourage repeat purchases.
	Week 1
	Basil (Owner/Manager)
	Customer requirements identified and project scope agreed.

	2
	Develop the online ordering platform with customer accounts, online payment and Click & Collect options.
	Weeks 2–4
	Basil and Technology Provider
	System completed, tested and ready for use.

	3
	Train staff to manage online orders, customer accounts, collections and customer service.
	Week 5
	Basil and Bakery Staff
	Staff trained and prepared to operate the system.

	4
	Launch the service using social media, in-store promotion and loyalty offers to encourage repeat customers.
	Week 6
	Basil and Marketing Support
	Service successfully launched.

	5
	Monitor repeat customer orders, customer feedback and sales performance to identify improvements and strengthen retention.
	Weeks 7–12
	Basil (Owner/Manager)
	Performance reviewed and improvements implemented.


Source: Adapted from Institute of Leadership & Management (2013); informed by Kerzner (2025), Project Management Institute (2021) and Kelay et al. (2013).
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[bookmark: _Toc235276336]KPI and SMART Objectives Table
Key Performance Indicator (KPI): Monthly repeat customer rate (percentage of customers who make more than one purchase within a month).
This KPI is used to determine if the online pre-order and Click & Collect system is helping to retain customers and drive repeat sales. One of the root causes of Basil's problem is losing customers, so repeat customer orders give an indication of customer satisfaction and how successful the solution was. By monitoring these regularly, Basil will be able to assess if customers continue to come to the bakery and find ways to improve long term relationships (Parmenter, 2015).
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch an online pre-order and Click & Collect system with customer accounts to improve convenience and encourage repeat purchases.
	System is fully operational and customers can successfully place online orders.
	Existing online ordering platforms can be implemented with limited investment.
	Improves customer convenience and supports customer retention.
	Within 6 weeks.

	Increase repeat customer purchases.
	Achieve a 20% increase in repeat customer orders.
	Loyalty incentives and easier ordering encourage customers to return.
	Directly addresses declining customer retention.
	Within 3 months.

	Improve customer satisfaction.
	Achieve at least 90% positive customer feedback on the ordering experience.
	Staff training and improved ordering processes support better service.
	Higher satisfaction increases customer loyalty.
	Within 6 months.

	Strengthen customer retention.
	Increase the monthly repeat customer rate by 15%.
	Improved convenience and customer experience encourage repeat visits.
	Supports sustainable business growth and long-term customer loyalty.
	Within 12 months.


Source: Adapted from Parmenter (2015).
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