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Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a small independent artisan bakery located in a retail park in Coventry. Since 2020, the business has experienced a significant decline in sales, with revenue being around 25% lower compared to 2019. The main reason behind this decline is the reduction in customer visits to the retail park. Changes in shopping habits, the closure of nearby businesses, and the increase in remote and hybrid working have all affected the number of people visiting the area (ONS, 2023).
Alongside lower customer numbers, Basil is also facing increasing operating costs, including higher ingredient prices and general business expenses. Customers who no longer visit the retail park regularly have shown interest in alternatives such as delivery and ordering products in advance. However, Basil currently does not offer these services, which limits the bakery’s ability to reach these customers. These challenges create a risk for the future growth and stability of the business.

Task 2: Two Proposed Solutions
Solution A: Online Pre-Ordering and Click-and-Collect System
The first solution is to introduce an online ordering system where customers can choose products online and collect them from the bakery at a suitable time. Many customers now prefer faster and more convenient ways of shopping, including digital ordering options (Chaffey and Ellis-Chadwick, 2022).
This system would help Basil reduce queues, improve customer experience, and make ordering easier for people who cannot visit the retail park every day. For example, hybrid workers or previous retail park employees could still purchase bakery products without needing to wait in line.
The system would also help Basil organise orders more effectively because he would know in advance how many products need preparing. This would allow him to focus more on baking rather than managing phone orders. Overall, this option directly solves the accessibility problem while helping the bakery maintain relationships with existing customers.

Solution B: Local Delivery Partnership
The second solution is to create a partnership with a local delivery company or food delivery platform. This would allow Basil’s Bakery to provide delivery services without needing to hire delivery staff or manage transportation itself.
Delivery services have become increasingly important for small food businesses because they allow companies to reach customers outside their usual location (British Retail Consortium, 2023). This option could help Basil attract nearby residents, remote workers, and customers who no longer visit the retail park.
However, delivery partnerships can create extra costs because businesses usually have to pay service fees or commissions. There is also a risk that managing delivery orders could become more complicated during busy periods. Although this solution could increase the bakery’s reach, it may be more difficult for Basil to manage with limited staff.

Task 3b: Evaluation Results and Justifications
After comparing both solutions using the PMI (Plus, Minus, Interesting) method, Solution A was identified as the stronger option for Basil’s Bakery. The main areas considered were cost, practicality, customer convenience, and long-term benefits. These factors are important because Basil needs a solution that improves sales without creating additional financial pressure.
Solution A received the highest evaluation because it is cheaper and easier to introduce compared with a delivery service. A basic online ordering system would require less investment and would not create ongoing delivery costs. It also directly solves customer complaints about waiting times and makes purchasing products more convenient.
Solution B could increase the bakery’s customer base, but delivery charges, management requirements, and dependence on external companies create additional challenges. For a small independent bakery with increasing costs, Solution A provides a more realistic and manageable approach.





Task 4b: Justifications for Implementation Plan
     
    The implementation plan has been designed to make sure the new ordering system is introduced smoothly and with minimal disruption to the bakery. The first stage involves researching different online ordering providers and choosing a system that fits Basil’s budget and business needs.
     After selecting the platform, the system should be created and tested before being available to customers. Testing is important because it allows problems to be identified and fixed before the official launch. Basil should also receive basic training so he understands how to manage online orders while continuing normal bakery operations.
     A small trial launch should happen before a full promotion. This gives customers the opportunity to use the system and provide feedback, allowing improvements to be made. Marketing should only begin once the system is working properly to avoid disappointing customers.
   Responsibilities should also be clearly divided. Basil can manage product details and customer feedback, while technical support can help with the setup of the ordering platform. This approach reduces risks and makes the introduction easier to manage.

Task 5b: Justifications for KPI and SMART Objectives
    
    The KPIs and SMART objectives provide a way to measure whether the new digital ordering system is successful. Monitoring weekly online orders will show whether customers are using the service and whether it is helping increase sales.
    Another important measure is customer waiting time. If the system works correctly, customers should spend less time waiting during busy periods, improving their overall experience. Tracking returning customers will also show whether people find the service useful enough to continue using it. Social media engagement can help measure whether customers are aware of the new service and whether marketing activities are effective. If the targets are not achieved, Basil can make changes such as improving advertising, adjusting collection times, or making the ordering process easier.
   Together, these measures allow Basil to understand the financial performance, customer satisfaction, and overall success of the new system.

Task 7: Key Findings
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Can bring in more customers +5
	Delivery fees can increase costs -4
	Could work with delivery platforms such as Uber Eats+4

	
Helps increase overall sales +5
	May require hiring extra staff 
-3
	Allows the bakery to reach customers outside the retail park +4

	
Makes buying products more convenient for customers +4
	Requires more time to organise and manage orders -3
	Could introduce free delivery promotions to attract customers +3

	
improves customer loyalty by offering more options +4
	Additional expenses for fuel and packaging -2
	Provides an opportunity for future business growth +5

	
TOTAL: 18
	
TOTAL: -12
	
TOTAL: 16



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


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Reduces customer waiting times +5
	Initial cost of setting up the website or ordering system -3
	Customers can place orders at any time of the day +5

	Improves customer satisfaction by making ordering easier +5

	Staff may need training to use the new system -2
	Helps collect customer information and buying patterns +4

	Makes managing orders more organised and efficient +4
	Some customers may still prefer ordering by phone -2
	Allows customers to make online payments +4

	Encourages repeat purchases from customers +4

	Requires regular system updates and maintenance -2
	Makes it easier to advertise offers and promotions online +5

	
TOTAL: +18
	
TOTAL: -9
	
TOTAL: +18



Therefore: Overall Total for Name (for Solution B) = +27



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research and planning


	Research and choose a low cost, easy to use pre-order system. Check if local delivery is practical, decide the delivery area, and look at possible delivery partners.
	31/08/2026 – 27/09/2026
	Basil and a small business IT advisor


	Pre-order system selected and delivery plan approved.


	2
	System setup and staff training


	Add products to the pre-order system, set up the ordering process and delivery rules, and train staff on how to manage orders and delivery limits.
	03/08/2026 – 30/08/2026


	Basil and the bakery team


	System is fully working and all staff have completed training.



	3
	Supply and cost review


	Find 2-3 new organic suppliers to reduce the risk of supply problems and help keep ingredient costs stable. Review business expenses to identify possible savings.
	14/09/2026 – 11/10/2026

	Basil

	New suppliers chosen and cost-saving opportunities identified.



	4
	Launch and monitor

	Launch the new pre-order and delivery services. Promote them through in-store posters, local social media, and noticeboards. Monitor customer demand and make improvements if needed.


	12/10/2026 – 08/11/2026

	Basil and the bakery team

	Services launched successfully and monthly performance reviewed.
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Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
The KPI focuses on increasing monthly sales by introducing the new pre-order and local delivery services. These services will make it easier for customers to buy Basil's organic bakery products.





	
Progress will be checked using monthly sales reports. The business will count completed pre-orders and delivery orders and compare total monthly sales with the July 2026 baseline to see if sales have increased by 20%.




	
The 20% target is realistic because customers have already asked for these services. The business will use low-cost marketing, and current sales are below previous levels, leaving room for improvement.




	
This KPI helps solve Basil's main problems, including lower customer numbers and reduced sales. It supports business growth while continuing to provide high-quality bakery products.



	
Sales performance will be reviewed every month. The aim is to achieve a 20% increase in monthly sales by 31 December 2026, after the new services have been introduced.
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