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Introduction Overview of the Case Study:
Basil’s Bakery is experiencing a fall in sales as customer buying habits continue to change and competition increases. The business still depends mainly on customers visiting the shop, while many people now expect the option to order online or arrange delivery. A key issue is therefore the bakery’s limited use of digital services. This reduces convenience for customers and restricts opportunities to reach a wider market. Limited promotion and a strong dependence on passing trade also contribute to the problem. Introducing online ordering could make the bakery more accessible, support sales growth and help the business respond more effectively to changing customer expectations.















Two Proposed Solutions 
1 Online Delivery Service
One possible solution is an online delivery service. Customers could choose bakery products through a website or mobile application and have their orders delivered to their homes. This would make purchasing easier for people who are unable or do not have time to visit the shop. It could also give Basil’s Bakery access to customers outside its normal retail area and reduce its reliance on shop footfall. Setting up the service would involve costs for technology, delivery arrangements and staff training. However, if it is managed effectively, it could improve customer satisfaction, create additional sales opportunities and help the bakery compete in a more digital market.
2 Online Click-and-Collect Pre-Order System
A second option is an online click-and-collect pre-order system. Customers would place an order using the bakery’s website or app and select a suitable time to collect it. Preparing orders before customers arrive could shorten queues and reduce mistakes when orders are taken. Advance orders would also give staff a clearer idea of demand, which may improve production planning and reduce unnecessary food waste. Compared with running a full delivery operation, click-and-collect should be less expensive and simpler to introduce. It still gives customers a digital way to purchase products and could improve satisfaction, repeat purchasing and the bakery’s future growth.
3B: Evaluation Results and Justifications
The PMI evaluation is used to compare the advantages, disadvantages and interesting points of the proposed options. From this assessment, the online click-and-collect pre-order system is considered a practical option for improving how customers access Basil’s Bakery’s products.
The evaluation considered:
· Reach customers working from home(delivery), reduce dependence on retail park footfall, customer convenience and cost. 
· Cost received the highest weighting because Basil's Bakery has limited financial resources, while implementation time was important because the solution needs to be introduced quickly.
· The solution can improve customer convenience, attract new customers outside the local area, increase customer loyalty and repeat purchases, and reduce dependence on retail park footfall. 

· Advertising, promotional events and lower introductory prices could support customer growth. However, initial website setup, delivery and ongoing maintenance costs may be expensive. 

· Staff training and order management would also be required, while delivery delays could affect customer satisfaction. In the future, Basil's Bakery could partner with delivery platforms, develop an app and use the system to support long-term business growth.
4B Justifications for the Implementation Plan
The implementation plan is organised into clear stages so that Basil’s Bakery can introduce the new service in a controlled and manageable way.
Creating the Price
· Price needs to be considered throughout implementation because the bakery must be able to afford both the initial development and the ongoing operation of the system. Keeping expenditure under control can reduce financial pressure and allow Basil’s Bakery to introduce the digital service without creating unnecessary risk for its existing activities.
Implementation Time
· Time is also important because introducing the system too quickly could lead to avoidable problems. A realistic schedule gives the developer and the bakery enough time to build the system, test its functions and correct faults before the public launch. This should help minimise disruption to normal bakery operations.
Customer Encourage
· Customer Encourage is one of the main reasons for introducing online ordering. Allowing customers to order before arriving can make the buying process quicker and reduce the amount of time spent waiting in the bakery. A simpler and more accessible service may improve the overall customer experience and encourage people to purchase again.
Grow digital sales and remote reach
· Online ordering can also reduce the bakery’s dependence on customers who happen to visit the retail park. A digital service provides another way for customers to access the business and can create sales beyond normal passing trade. This gives Basil’s Bakery a broader route to market and may make future sales less dependent on one physical location.
5B: Justifications for the KPI and SMART Objectives
The selected Key Performance Indicator (KPI) is the number of online orders received each month. This measure is useful because it shows whether customers are actually using the new service. Tracking monthly online orders gives Basil’s Bakery a straightforward way to identify changes in demand and judge whether the digital ordering system is contributing to improved business performance.

SMART objectives give the bakery defined targets that can be checked during and after implementation. Launching the service within an agreed period provides a specific deadline, while targets for online orders and sales make progress measurable. Staff training is achievable and is necessary before launch so employees understand how to process and manage orders correctly. Customer satisfaction is also relevant because a convenient and reliable service can encourage loyalty and repeat purchases. Used together with the KPI, these objectives provide a practical way to review progress and keep the project focused on improving sales and customer service.
7B Key Findings
· Basil’s Bakery is losing sales opportunities because customers currently have limited access to online ordering and other digital services.

· Two digital solutions were considered, including delivery and a click-and-collect pre-order service.

· The implementation plan sets out a staged process covering research, development, testing, launch and further improvement.

· The KPI and SMART targets provide measurable ways to review online demand, implementation progress and customer response.

· Introducing the digital service could support higher sales, a better customer experience, improved production planning and stronger long-term competitiveness.







Conclusion 
· Basil’s Bakery’s sales decline is linked to lower customer footfall, changing working and shopping patterns, and limited digital purchasing options.
Online ordering would give customers a more convenient way to buy from the bakery and could help the business reach people who are less likely to visit the retail park.
· A digital pre-order and click-and-collect system would improve customer satisfaction by reducing waiting times and making purchasing easier.
Implementing SMART objectives and monitoring KPIs will help Basil measure sales growth, customer demand and business performance.
· Overall, improving digital access could help Basil’s Bakery respond to changing customer behaviour, strengthen its competitive position and create a more sustainable basis for future growth.
Online Click apps or browser and collect pre order
     Justification – Online Click App or Browser and Collect Pre-order
Minimise wait times for retention
· Customers would be able to submit their orders before travelling to the bakery. Staff could then prepare the products in advance, meaning customers only need to collect them when they arrive. This could shorten queues, particularly during busy periods, and make the service faster.
Drives positive customer reviews
· Making ordering quicker and easier should contribute to a better customer experience. The digital system could also be used to collect feedback after purchases. This would give the bakery useful information about customer expectations and areas where its products or service may need improvement.
Low implementation barriers, faster launch
· Click-and-collect may be more affordable than introducing a complete delivery operation. The bakery can begin accepting digital orders without immediately taking on costs such as delivery vehicles, drivers or regular delivery-platform fees. This makes the option easier to manage financially during the early stages.
Eliminates processing errors to fast-track customer delivery
· With online pre-orders, the customer’s choices are entered directly into the system. Staff can check the recorded order when preparing the products, which may reduce misunderstandings and incorrect items. Clearer order information can also help employees work more efficiently and provide a quicker collection service.



Appendices
      Appendix 1 

PMI Evaluation Table
de Bono (n.d.)
	Online Delivery Service 

	Plus
	Minus
	Interesting

	Creating the prices
 +4
	Initial set the cost(price) for web and delivery are slow in system

-2                                      
	Attracting new customers from outside the local 
-2                                      

	Implementation timer

+2                                       
	Staff training and management manners

-3                                  
	Improvement for customers and making them repeat purchase
+2                                       

	Customer Encourage

+5                                       
	Delays may affect customers 

-2                                       
	Expand market share via third-party delivery channels
+2                                      

	Grow digital sales and remote reach
+4                              
	Continuous delivery and operational maintenance carry a premium cost

-2                                        
	Unlocks future scale by capturing early users with irresistible introductory pricing
+3                                   

	                               
	                               
	

	
= +15
	
= -9
	
= +5


[bookmark: _Hlk210816971]Online Delivery = 15+5 =20-9=+11


	Online Click apps or browser and collect pre order 

	Plus    
	Minus 
	Interesting 

	Minimise wait times for retention
+2                                       
	Requires an app-based booking system
-1                                         
	Streamlines production scheduling ahead of time
+3                                       

	Drives positive customer reviews
+1                                      
	Team upskilling needed for digital workflows
-3                                       
	Transforms one-time walk-ins into highly loyal, repeat buyers
+1                                       

	Low implementation barriers, faster launch
+4                                      
	Dependent on physical visits to Basil bakery
-1                                          
	Optimises production to cut product spoilage
+3                                       

	Eliminates processing errors to fast-track customer delivery
+2                                      
	Value proposition weakens significantly as geographic distance increases
-3                                         
	Order cancellation risks
 -2                                  

	
= +9
	
=-8
	
= +5


Pre-Order online system= 9+5=14-8=+6

Appendix 2 
Implementation Plan
Problem and solving Declining sales due to reduce customers footfall and changing shopping habits.
Solution and implementing Online ordering by browser and app mobile and fast delivery service.
	
	Task/What
	How
	When
	Who

	1
	Perform due diligence to identify the most viable infrastructure partner

	Distribution via alliances with third-party delivery platforms
	Two weeks from 02.08.2026

	Basil



	2
	Partnering with elite app developers to build our system
	Verify Past Portfolios
	About 2 weeks 


	Basil 



	3
	Build App and browser
	Design
	Could be 3 weeks after engaging developer

	Basil  App and browser service



	4
	Pilot test browser
	performance and improve the service
	two week after App is developed

	Basil advertising from feedback clients

	
5
	Official launching
	offer promotional discounts
	5 weeks after pilot test
	





 
Kerzner, (2022) 

Appendix 3 

Key Performance Indicator is S.M.A.R.T
Parmenter (2020)

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launching an online ordering and delivery service will drive revenue growth and expand customer acquisition
	Targeting a minimum 25% increase in monthly revenue, driven by 30 to 60+ weekly online orders, scaling to over 700 monthly transactions
	Achieving these targets is entirely feasible through data-driven marketing, robust workforce training, and leveraging current market demand

	This strategy directly counters the downward sales trends and diminished physical traffic highlighted in the case study analysis
	Attain all KPI thresholds within 6–8 months, ensuring full target realization within one year of service deployment
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