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1. [bookmark: _Toc237340077]Overview Of The Case Study And Nature Of The ProbleM

 Basil’s Bakery is a small, independent business located in a retail park in Coventry, UK. The bakery specialises in contemporary cakes, pastries and breads, using high-quality organic ingredients. The business opened in 2015 and experienced steady annual sales growth during its early years. However, sales and customer numbers fell significantly in 2020 due to the restrictions introduced during the COVID-19 pandemic.
 Although sales improved after the restrictions were lifted, they did not return to their previous levels. Since 2023, sales have remained approximately 25% below the 2019 figures. The main problem affecting Basil’s Bakery is therefore sales stagnation. This is caused by a combination of external and internal factors rather than one single problem. External factors include reduced footfall at the retail park, the closure of nearby shops, redundancies and the increase in hybrid and remote working. (Office for National Statistics, 2025).                         These changes have reduced the number of shoppers, retail workers and office workers who regularly visit the bakery. The business is also facing increased costs, including rent, utilities, insurance, business rates and organic ingredients. This has increased the financial pressure on the bakery while sales have remained below their previous level. 
 Internally, the bakery has not fully adapted to changing customer expectations. Customers have requested delivery and pre-ordering services, but Basil currently has limited ability to provide these services.
 As a result, Basil’s Bakery is heavily dependent on customers physically visiting the retail park. This creates a significant problem because the number of people visiting the location has decreased. (UWTSD, 2026)




2. [bookmark: _Toc237340078]Proposed Solutions

2.1 [bookmark: _Toc237340079]Online Ordering And Delivery Service

· The first solution is to introduce an online ordering and local delivery service. This would allow customers to order Basil’s products without needing to visit the retail park.
· This solution could help the bakery reach customers who now work from home or no longer work in the retail park. It could also allow Basil to sell to customers living or working in nearby areas, rather than depending only on people who physically visit the retail park.
· A delivery service would help reduce the bakery’s dependence on walk-in customers. This is important because reduced footfall is one of the main external factors contributing to the sales problem. 
· The service would also respond directly to existing customer demand. Some loyal customers have already asked whether Basil offers delivery, which suggests that there may already be interest in this type of service. (UWTSD, 2026)
· Online ordering could also make the ordering process more convenient. Providing customers with convenient purchasing options can improve customer satisfaction and encourage repeat business. (Chartered Institute of Marketing, 2023). Customers could view the menu, select their products and place orders without needing to contact Basil by telephone. 
· However, there would be costs and operational challenges involved. Basil would need to consider the cost of an online ordering system, packaging and delivery. 
· It would also not be practical for Basil to bake the products and personally deliver all orders. Therefore, he may need to use an external delivery provider or employ someone to help with deliveries. 
· To reduce the risk, the service could initially be limited to a small local delivery area and selected days or times. This would allow Basil to test the demand before expanding the service. 



2.2 [bookmark: _Toc237340080]Improve The Pre-Ordering System

· The second proposed solution is to introduce a more effective digital pre-ordering system. Customers would be able to place their orders online before visiting the bakery.
· This would address the current problem of customers having to wait during busy periods. It could also reduce the number of customers who leave because the waiting time is too long.
· A digital system would be more efficient than relying mainly on telephone orders. Basil is often busy baking and cannot always answer the phone, which means that some potential orders may be missed. (UWTSD, 2026)
· The improved system could also help Basil prepare orders in advance. This could make the bakery more organised during busy periods and improve the overall customer experience.
· This solution would probably be easier and cheaper to introduce than a full delivery service. It could also be introduced using an existing online ordering platform.
· However, the main limitation is that it would mainly benefit customers who are still able to visit the bakery. It would not fully solve the problem of customers who now work from home or no longer work in the retail park.
· Therefore, although improving the pre-ordering system could improve efficiency and customer satisfaction, it may have a more limited effect on increasing total sales.



3. [bookmark: _Toc237340081]Evaluation Of Proposed Solutions

	Factors
	Increase Sales 
	Customer Satisfaction 
	Cost of Implementation
	Ease of Implementation
	Long-term Growth
	Total

	Weight
	5
	4
	3
	2
	5
	

	Online Ordering and Local Delivery
	5
25
	5
20
	3
9
	3
6
	5
25
	85

	Improved pre-ordering 
	4
20
	4
16
	4
12
	4
8
	4
20
	76


3.1 [bookmark: _Toc237340082]Grid Analysis




· The online delivery service achieved the higher weighted score of 85 compared with 76 for the improved pre-ordering system.
· The pre-ordering system scored higher in terms of cost and ease of implementation. However, the delivery service scored higher in areas such as sales potential, customer satisfaction and long-term growth.


3.2 [bookmark: _Toc237340083]Explanation Of Results And Preferred Solution

 The results show that both solutions could provide benefits to Basil’s Bakery. Improving the pre-ordering system would be relatively simple and less expensive to introduce. It would also improve customer satisfaction by allowing customers to place orders in advance and reduce waiting times during busy periods.
 However, the online delivery service is the preferred solution because it directly addresses the main problem of reduced customer footfall.
 A delivery service could help Basil reach customers who no longer regularly visit the retail park. This includes people working from home and former customers who no longer work in the surrounding businesses.
 It would also create an additional sales channel for the bakery. This would reduce the business’s reliance on customers visiting the physical store.
 Although the delivery service has greater costs and operational challenges, the Grid Analysis suggests that it has greater potential to improve sales in the long term. Therefore, the recommended solution is to introduce a small local delivery service gradually. (CIPD, 2023)


	What could cause a risk
	Likelihood (1-5)
	Impact 
(1-5)
	Risk Factor
(Likelihood x Impact) 
	What can you do to reduce the risk from happening?
	If it happens, what can you do to minimise the impact?

	Low customer demand for the delivery service
	3
	4
	12
	Conduct market research and survey existing customers  before launching the delivery service.
	Review prices, advertise the service and collect customer feedback to improve it.

	Basil is unable to manage baking and deliveries at the same time
	4
	5
	20
	Use a local delivery partner or employ a part-time delivery driver.
	Reduce delivery hours or temporarily limit the delivery area until demand can be managed.

	Late deliveries or damaged products.
	3
	4
	12
	Use suitable packaging and plan delivery routes carefully.
	Offer refunds or replacements where appropriate and investigate the cause of the problem.

	High delivery and operating costs reduce profits
	3
	5
	15
	Set a minimum order value and charge a reasonable delivery fee, Monitor costs regularly.
	Review pricing, delivery areas or operating hours to improve profitability.


4. [bookmark: _Toc237340084]Risk Analysis 
4.1 [bookmark: _Toc237340085]Risk Analaysis Table

4.2 [bookmark: _Toc237340086]Feasibility Of The Recommended Solution

 The risk analysis shows that the delivery service is feasible, but it should be introduced gradually rather than immediately on a large scale.
 The main challenge is managing the delivery service alongside the bakery’s existing operations. Basil is already responsible for producing the products, so additional delivery responsibilities could create too much pressure.
 However, this risk can be reduced by using an external delivery provider or employing part-time support.
 The financial risk can also be controlled by starting with a limited delivery area and reviewing the service regularly.
 Overall, the solution is considered feasible because it responds to existing customer demand and could create an additional source of revenue. A small pilot scheme would allow Basil to assess the results before deciding whether to expand the service.
 Introducing the service gradually would also allow Basil to identify any operational problems before making a larger investment. Monitoring customer feedback during the trial period would help improve the service and increase customer satisfaction before expanding delivery to a wider area.


5. [bookmark: _Toc237340087]Implementation Plan

5.1 [bookmark: _Toc237340088]Implementation Plan

	Activity
	Timescale
	Responsibility
	Expected Outcome

	Research customer demand for delivery
	Week 1
	Basil
	Understand customer interest and potential delivery areas

	Calculate costs and choose delivery area
	Week 2 
	Basil
	Establish affordable delivery prices and boundaries

	Select an online ordering system
	Week 3 
	Basil
	Create a simple way for customers to order online

	Arrange delivery support
	Week 4 
	Basil / Delivery provider
	Ensure deliveries do not interfere with baking

	Finalise menu, pricing and minimum order 
	Week 5 
	Basil
	Ensure the service is financially suitable

	Test the delivery service 
	Week 6-7
	Basil / Delivery provider
	Identify and resolve any problems

	Officially launch the service
	Week 8 
	Basil
	Make the service available to customers

	Monitor performance
	Monthly
	Basil
	Review sales, orders and customer feedback




5.2 [bookmark: _Toc237340089]Explanation Of The Implementation Plan

· The activities have been arranged in this order to reduce the risks associated with introducing the new service.
· Basil should first understand customer demand and the expected costs before investing in technology or delivery support.
· The ordering system and delivery arrangements must be organised before the service can be tested.
· The trial period is important because it allows Basil to identify problems before committing to a full launch.
· Basil should remain responsible for overseeing the project because he understands the bakery and its customers. However, delivery responsibilities should be given to another person or organisation so that Basil can continue focusing on production and the daily running of the business.


6. [bookmark: _Toc237340090]SMART Objectives And KPI

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase overall bakery sales by introducing an online ordering and local delivery service.
	Increase total monthly sales by 10% and achieve 50 delivery orders per month.
	The target is achievable because customers have already expressed interest in a delivery service and Basil will initially offer deliveries within a local area.
	This objective addresses the main problem of stagnant sales and helps bakery adapt to changing customer needs.
	Achieve the objective within six months of launching the delivery service.


6.1 [bookmark: _Toc237340091]Smart Objectives And KPI


· The objective follows the SMART framework because it is specific, measurable, attainable, relevant and time-bound (Doran, 1981).


Key Performance Indicator (KPI) : Monthly Delivery Sales Revenue
This KPI measures the income generated from the new delivery service each month. Basil can compare monthly delivery sales against his target to determine whether the new service is helping to increase overall sales and improve business performance. 


6.2 [bookmark: _Toc237340092]Monitoring And Evaluation 

 The KPI and SMART objective will be used to measure whether the delivery service is successful.
 Monthly delivery sales revenue will be monitored to assess whether the new service is increasing overall sales. Basil can compare monthly sales figures with those recorded before the delivery service was introduced.
 The SMART objective provides a clear target for measuring success. If total sales increase by 10% within six months, the delivery service can be considered effective.
 Basil should review sales figures regularly and collect customer feedback to identify any areas for improvement.
 If the objective is not achieved within the six-month period, Basil should review the delivery service, marketing strategy or pricing and make any necessary changes to improve performance.


7. [bookmark: _Toc237340093]Key Findings

· Basil’s Bakery sales have remained approximately 25% below 2019 levels.
· Reduced footfall has affected the number of customers visiting the retail park.
· Shop closures and redundancies have reduced the bakery’s potential customer base.
· More people working from home has reduced demand from office workers.
· Rising rent, utilities, insurance and ingredient costs have increased financial pressure.
· Customers have shown an interest in delivery and pre-ordering.
· The bakery currently relies heavily on customers visiting the physical store.
· A delivery service could help Basil reach customers who are no longer regular visitors to the retail park.
· A gradual implementation would reduce the financial and operational risks.
· The preferred solution is a local delivery service, supported by clear KPIs and SMART objectives to measure its success.
· Overall, introducing an online ordering and local delivery service provides Basil with the best opportunity to increase sales, improve customer convenience and reduce dependence on customers visiting the retail park. Regular monitoring of performance will help ensure the solution remains effective in the long term. (UWTSD, 2026).
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