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Task 1: Overview of Case-study
· Basil’s Bakery is a small, independent bakery located in a shopping retail park in Coventry, UK and it was opened in 2015. Basil is an artisan baker and prides himself on sourcing high-quality organic ingredients for his contemporary styled cakes, pastries and breads. The locals and retail workers, value the variety of options available, along with the bakery location. From the opening year by year, the annual sales increased, and the business made good profits, until the COVID-19 pandemic lockdown caused a significant reduction in customers' footfall and sales. After the pandemic the footfall and sales rose, they never returned to the levels pre-2020. From 2023-2025 sales stagnated at an average of 25% below the preview’s years.
· The root problem of the bakery is the stagnation of sales. 
The issues that are contributing to the root problem come from sales dropping due to reduced retail occupancy, worker redundancies, increased home working, rising operating and ingredients cost.
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Implement a Digital 
Pre-Order System) Solution A Proposal
· This solution transitions the bakery’s ordering process online, where user-friendly website and mobile applications can pre-order and they can still buy their favorite products without long queues, and everything is prepared before customer arrives. This is very good for industrial, time-poor workers who can select time for collection in busy times. This will help Basil manage the orders more efficiently and in time for the collection when customers come to collect their order and they don’t need to wait.
Basil can also try to make some special offers for a short period of time or can give extra slices of cake or a pastry for a certain price order for a duration of a week in the first and second month to attract new customers.
This solution helps by elimination of missed calls, long queues, and guarantee zero waiting time for lunch hour near the office and warehouse workers on the day are on-site and help with the waste of products as it will produce the amount they only need. 
(Establish partnership with a delivery service company) Solution B Proposal
· [bookmark: _Hlk205980222]Introducing a delivery service (like UberEATS, DoorDash or Deliveroo) will help to expand the bakery’s physical reach. Basil would partner with a courier service that can deliver the cakes, bread, and pastries directly to customer homes, locally. This solution will help the bakery with the demands from loyal, remote workers to get their favorite products without staying in long waiting queues during busy periods.
By implementing the delivery option Basil will can remain focus in kitchen baking and successfully expanding his market footprint without leaving the premises.
This brings few advantages for the company like new customers as apps expose the bakery to other people who don’t live close or don’t have time to go in the shop.
Task 3b) Evaluation Results and Justifications
Click and Collect is a good solution for Basil’s Bakery because it addresses directly some of the problems identified in the study case.
It can solve the issue of customers waiting to pre-order without Basil answering the phone constantly.
It reduces queue times; it allows customers who work from home to order in advance and collect when is convenient.
Compared with introducing home delivery services, Click and Collect is more affordable because it avoids fuel, drivers, and delivery of vehicles costs.
The solution supports increased sales through advance orders, improves production planning, and encourages repeat purchases. Overall, Solution A provides a practical, sustainable and customer-focused response to Basil's current business challenges while creating opportunities for future growth (Slack, Brandon-Jones and Johnston, 2022; Chaffey and Ellis-Chadwick, 2019).
Task 4b) Justifications for the Implementation Plan
[bookmark: _Hlk205981406]The implementation plan follows a sequence to minimise disruption to Basil’s daily operations. The first task is click-and-collect platform and trying to meet customers’ expectations. 
Basil is responsible for managing the implementation because he understands the bakery's operations, while external IT support may be used for technical installation. This phased approach reduces operational risk, encourages customer adoption and allows continuous improvement after implementation (Slack, Brandon-Jones and Johnston, 2022).

Task 5b) Justifications for the KPI and SMART Objectives
· NOTE: Based on the KPI and SMART Objective table you provided in Appendix 3:
· Explain and defend the Key Performance Indicator you have proposed.
· Explain and defend each of the SMART objectives you have proposed. 
· [bookmark: _Hlk205981688]Approximately 200 words

Task 7) Key Findings
· Basil’s Bakery has experienced a sustained decline in sales since 2020 due to reduced retail park footfall, increased home working and shop closures.
· Customer research identified strong demand for a click-and-collect service and a more reliable pre-order system to reduce waiting times.

· Rising operating costs and unpredictable organic ingredient prices have increased pressure on business profitability.

· The PMI evaluation identified the click-and-collect system as the most effective solution because it improves customer convenience, operational efficiency and sales opportunities.

· Implementing clear KPIs and SMART objectives will enable Basil to monitor performance, measure business improvement and make informed decisions for future growth.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Click-and-Collect System (for Solution A)

	Plus
	Minus
	Interesting

	Reduce queues time, improves customers satisfaction, make additional sales, reduces waiting time.
+4
	May be required new staff and training staff to manage online orders.
-3
	Basil can use pre-order data to forecast on how many ingredients he will use each day, making the budgeting easily.
+3

	
Online orders mean no missed phone calls.
+3
	Basils need to manage a digital queue in same time with the walk-in customers.
-4
	Customers can not come for collection and to want refund instead.
-1

	Provides regular income, builds long-term business relationships.
+2
	Depending on business contracts the lower profit requires larger production capacity.
-1
	Promoting online offers can bring more customers.
+4

	Lower cost than delivery service as, customers collect themselves.
+5
	Technology issues (website or payment failures) could affect orders.
-2
	Some customers may still prefer delivery option rather than collection.
-2

	
TOTAL: +14
	
TOTAL: -10
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = + 8


	Establish partnership with a delivery service company (for Solution B)

	Plus
	Minus
	Interesting

	Reaches customers who now not working in the retail park or work from home.  
+4
	Delivery companies charge commissions and service fee; this reduces the profit.
-4
	They could demand test before investing in Basil’s delivery service.
-5

	
No need to purchase delivery vehicles and employ drivers.
+2
	To ensure products arrive safely, the packaging cost may increase.
-2
	Partnership could be combined with mobile app 
and online ordering in the future.
+4

	Encouraging repeat purchases, improves customer convenience.
+3

	Quality of the products can be affected during transport, like cakes, delicate pastries.
-3
	Delivery vehicles can break down, and order can arrive in time, and the product can be damaged.
-2

	 

	
	

	
TOTAL: +9
	
TOTAL: 	-9
	
TOTAL: -3



Therefore: Overall Total for Name (for Solution B) = - 3



Implementation plan  Appendix 2 – Task 4a

Name the problem you are solving Basil’s Bakery  
Name the solution you are implementing: Implementing a Digital and Pre-Order System
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research customers’ requirements
	Survey customers to identify demand for Click and Collect, preferred collection times, and payment methods. Select a suitable online ordering platform.


	
Week 1

	
Basil

	



	2
	
Set up the order system
	
Create an online ordering system with secure payment, collection time slots, and automated order confirmations. Test the system before launch.

	

Week 2-3
	
Basil and Website Developer

	



	3
	Training staff and promote the service.
	Training the staff to manage online orders and prepare the orders.

	Week 4

	
Basil and staff

	



	4
	Monitoring and review


	Monitoring online sales, customers feedback, waiting time and make improvements if necessary for increasing customer satisfaction.


	
Monthly

	
Basil

	





Introducing a Click and Collect system will help Basil's Bakery respond to improve sales. During the first week, Basil should conduct customer research to identify demand, preferred collection times, and suitable payment options. This information will help ensure the system meets customer needs.
Next, Basil should develop an online ordering platform that allows customers to browse products, pay securely, and choose a convenient collection time. The system should send automatic confirmation emails or text messages to reduce the need for phone orders and minimize waiting times.
Once the system is operational, Basil and any staff members should receive training on processing online orders, preparing collections, and dealing with customer enquiries. The service should then be promoted through social media, posters in the bakery, and flyers distributed around the retail park and nearby businesses to encourage customers to use it.
Finally, Basil should regularly monitor the performance of the Click and Collect service by reviewing sales figures, customer feedback, waiting times, and repeat orders. Continuous evaluation will allow improvements to be made, ensuring the service remains efficient and meets customer expectations.




Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	






	





	





	





	








· Approximately 200 words
· Ensure you provide a reference for the KPI and SMART Objective source.
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