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[bookmark: _Toc237803060]Introduction
Basil bakery is a small independent company in Coventry which deals with high-quality bakery products. However, declining sales and shifting customer demand have raised questions regarding its survival. This report analyses the key business issues and reflects on two potential solutions. It also considers risk, implementation requirements and methods on how to monitor performance.

[bookmark: _Toc237803061]1. Overview of the Case Study and Nature of the Problem
Basil's Bakery is a small independent bakery in Coventry in a retail park. The issue coming from it is that its sales are still decreasing. The sales for 2023 and 2025 are around 25% lesser than 2019. Due to a decline in retail park footfalls, and with shops being closed, the local market has been reduced. With neighbours now working from home, there's also been a decrease in demand. Looking at more recent data, the UK's retail sales volumes in 2025 continued to be lower than they were before the pandemic (ONS, 2026). Other issues with Basil include increased utility expenses, rental payments, business rates and insurance fees. Cost pressures and weak sales conditions are also continuing to be a problem for UK businesses (BCC, 2025). These issues along with the delivery difficulties and pre-order are undermining the bakery's sustainability.

[bookmark: _Toc237803062]2. Proposed Solutions
[bookmark: _Toc237803063]2.1 Online Pre-order and Click-and-Collect System
Introduction of online pre-order and click-and-collect system is the first solution. Customers have been allowed to select products, pay online and select a collection time. This would decrease any queues in high seasons and companies will not miss orders when Basil is not able to answer the phone. Smaller companies may also get a boost in their services with the assistance of digital technology and respond to changing needs of customers (Skare, de Obesso and Ribeiro-Navarrete, 2023). New methods of creating customer value could also be backed up by digital transformation (Kraus et al., 2022). This could then be a solution to improve convenience and enable Basil to stay onsite and concentrate on baking.

[bookmark: _Toc237803064]2.2 Local Delivery Service
The second solution is one of the local delivery services. A third-party delivery service could take care of deliveries; Basil does not need to be involved in their delivery. This would present a chance for people who work from home (or no longer shop at the retail park) to purchase his products. The food delivery app can not only benefit the accessibility of food businesses but also have an impact on customers' purchasing decisions (Lee, Sung and Jeon, 2021). As for consumers, there is considerable benefit in ordering food and beverages online through online platforms (Food Standards Agency, 2024). This would create a further opportunity to increase Basil's customer base and decrease its reliance on sales in retail parks.

[bookmark: _Toc237803065]3. Evaluation and Selection of the Preferred Solution
[bookmark: _Toc237803066]3.1 Evaluation of the Two Solutions
A Grid Analysis was used to compare when it comes to pre-order and click-and-collect with the local delivery service. The parameters were in terms of cost, customer convenience, sales potential, complexity of operation, implementation time and risk. The complete analysis is included in Appendix 1. As can be seen from the results, click and collect would have a stronger value for Basil's Bakery. It can enhance customer's convenience, without Basil leaving the bakery. Digital change is a means of value creation and optimisation of business processes for companies (Kraus et al., 2022). On the other hand, it may also be able to reach a wider audience and come with additional expenses and requirements.

[bookmark: _Toc237803067]3.2 Selection of the Preferred Solution
The online pre-order and click and collect method is preferred. Digitalisation can help SMEs to improve their market position and to adapt to changing circumstances (Skare, de Obesso and Ribeiro-Navarrete, 2023). Practical implementation needs and available resources should also be taken into account in making strategic choices (Whittington et al., 2023). Click and Collect therefore provides an appropriate balance of value to their customers, cost and operational control for Basil's Bakery.

[bookmark: _Toc237803068]4. Risk Analysis and Feasibility
[bookmark: _Toc237803069]4.1 Risk Analysis
Basil’s Bakery faces a number of risks when implementing online pre-order and click-and-collect. These include setup prices, technical failures, security troubles and inaccurate customer orders. If adoption by customers is low, then the sales benefits may not be what are expected. Businesses need to identify potential risks and determine their probabilities and consequences (Hull, 2023). The complete Risk Analysis can be found in Appendix 2. These risks can be mitigated and controlled by having safe payment methods, emphasising staff training, and conducting regular system testing and using a brief test run prior to the main launch.

[bookmark: _Toc237803070]4.2 Feasibility of the Selected Solution
The solution offered is practical since it does not entail a significant change in the business model of Basil. Basil will be able to keep baking at their premises as orders will be taken over the internet. Due to the changing market conditions, digital transformation can enable SMEs to adapt, but resources and capabilities should be taken into account (Skare, de Obesso and Ribeiro-Navarrete, 2023). The step-by-step implementation would also enhance business agility and the decrease of disruption (Troise et al., 2022). Therefore, the expected benefits seem to be greater as compared to the risks that can be addressed.

[bookmark: _Toc237803071]5. Implementation Plan and Justification
[bookmark: _Toc237803072]5.1 Implementation Plan
The online pre-order and click-and-collect system should be implemented in a transparent manner and in phases. Firstly, Basil needs to determine the system needs and then budget accordingly. Then he will do an online ordering comparison and choose a good provider. Next, the menu of products, prices, collection times and the secure payment methods should be incorporated into the system. Proper testing is needed for the platform before customers are allowed to use it. Basil and all personnel should be given basic training as well. A two-week trial should be done then with the selected customers. Feedback and technical issues should be discussed prior to the full launch. The steps and the time frame for the detailed activities and their responsibilities are given in Appendix 3. A business can plan for effective use of all these resources and processes in a controlled manner (Slack, Brandon-Jones and Burgess, 2022).

[bookmark: _Toc237803073]5.2 Justification
This order minimises the risk of disruption and maximises early corrections of problems. Digital change requires suitable processes and resources to support successful implementation (Kraus et al., 2022). Basil should lead the project because he understands the bakery’s daily operations. Technical setup and support should be done by the technology provider. A phased launch lets Basil check out customer response before investing further. With careful implementation, strategic decisions can lead to action in the business (Whittington et al., 2023).

[bookmark: _Toc237803074]6. KPI and Performance Monitoring
[bookmark: _Toc237803075]6.1 Key Performance Indicator
The primary KPI will be the percentage of total sales in relation to online sales, which will take the form of pre-orders. This measure will provide insight on the extent to which the new system is being utilised by customers. Basil is to document the value of the e-commerce advance sales every week and compare it with weekly sales. Performance can be used to determine if the changes in operations are effective and are aligning with expectations or not (Slack, Brandon-Jones and Burgess, 2022).

[bookmark: _Toc237803076]6.2 Performance Monitoring
For the first three months, the KPI should be reviewed by Basil on a weekly basis. He can compare results from week to week and determine changes in customer's usage. As digital transformation is essential for business activities to work, monitoring of the digital performance is proposed due to its importance (Skare et al., 2023). Basil could consider re-evaluating pricing and promotions or product selection, or the ordering process, if he didn't see much success with online sales. This will help to facilitate regular assessment and decision making.

[bookmark: _Toc237803077]7. Key Findings
· Basil's Bakery is facing less customers at its retail parks, changing working patterns and rising business costs and reduced sales. 
· Online pre-order, click and collect/local delivery were identified as suitable solutions. 
· According to Grid Analysis, click and collect presents the best compromise in terms of the costs, convenience, risk & control of the operation. 
· The key risks associated with this are technical issues, security issues in payments, initial setup costs and the customer adoption rate. These risks are manageable by testing, training and secure systems. 
· A phased implementation will minimise disruptions and give time to fix any initial issues.
· Performance will be measured by the percentage of total amount of sales from online pre-orders and will be evaluated regularly.

[bookmark: _Toc237803078]Conclusion
Basil's Bakery must meet the changing habits of customers and respond to lower customer footfall in the retail park. The good news is that the online pre-order/click and collect system is a practical solution. It can make things more convenient, waiting time shorter and sales boosted. With careful implementation and risk control, coupled with inbuilt reviews of the performance, Basil will be able to aim for a sustainable business improvement.
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[bookmark: _Toc237803081]Appendix 1: Grid Analysis of Proposed Solutions
The Grid Analysis compares the two proposed solutions using six criteria. A score of 1 (very weak) to 5 (very strong) is assigned to each criterion. Total scores are ranked in ascending order; the higher scores represent a more appropriate solution for Basil's Bakery.
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Result: The best possible score is achieved by online pre-order and click-and-collect, with 24 out of 30. Provides excellent convenience, low cost and sales control/setting up flexibility. This helps to deliver a high level of customer convenience but comes with some increased costs, operational and delivery risks. Hence on-line pre-order and click and collect is the optimum solution.

[bookmark: _Toc237803082]Appendix 2: Risk Analysis of Online Pre-order and Click-and-Collect
The Risk Analysis uses likelihood and impact scores from 1 (low) to 5 (very high). The overall risk score is calculated as:
Risk Score = Likelihood × Impact
[image: ]
Risk scale: 1–4 = Low; 5–10 = Medium; 11–15 = High; 16–25 = Very High.
Result: There is no risk in the very high level. Technical failure and customer adoption are the top two risks. These can be minimised by means of testing and promotion and by carefully selecting providers. This helps to justify the solution proposed.

[bookmark: _Toc237803083]Appendix 3: Implementation Plan
The implementation plan is based on six-weeks periods. This gives sufficient time for selecting, setting up, testing and a controlled launch without the need for unnecessary delay.
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Result: The plan follows phased approach. Technical set up and testing is done prior to the full launch. This helps to minimise disruptions and helps to fix issues promptly. Basil will continue to be accountable for business decisions, and the technology provider will handle specialist technical activities.
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Criteria  Online Pre - order and Click - and - Collect  Local Delivery  Service  

Low implementation cost  4  2  

Customer convenience  4  5  

Potential to improve sales  4  4  

Low operational complexity  4  2  

Quick implementation  4  3  

Low level of risk  4  2  

Total Score  24/30  18/30  
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Risk  Likelihood  (1 – 5)  Impact  (1 – 5)  Risk  Score  Risk  Level  Mitigation  

Technical  system failure  3  4  12  High  Select a reliable provider and  maintain technical support  

Payment  security  problem  2  5  10  Medium  Use a trusted and secure online  payment provider  

Low customer  adoption  3  4  12  High  Promote the service and  provide clear ordering  instructions  

Incorrect or  missed orders  3  3  9  Medium  Test the ordering process and  check orders before collection  

Higher  workload at  busy times  3  3  9  Medium  Set collection time slots and  control order capacity  

Setup costs  exceed budget  2  3  6  Medium  Set a clear budget and compare  providers before selection  
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Activity  Timing  Responsibility  Expected Outcome  

Identify system  requirements and budget  Week 1  Basil  Clear requirements and affordable  budget established  

Research and compare  ordering platforms  Week 1  Basil  Suitable providers identified  

Select provider and agree  system requirements  Week 2  Basil and  technology  provider  Reliable platform selected  

Create online menu, prices  and collection slots  Week 2  Basil  Accurate online product information  prepared  

Configure ordering and  secure payment system  Week 3  Technology  provider  Functional ordering and payment  process  

Test orders and payment  functions  Week 3  Basil and  technology  provider  Technical and ordering problems  identified  

Provide basic system  training  Week 4  Technology  provider  Basil and staff can operate the  system  

Begin two - week customer  trial  Weeks  4 – 5  Basil and  selected  customers  Customer feedback and  performance information collected  

Correct problems found  during trial  Week 5  Basil and  technology  provider  System improved before full launch  

Promote click - and - collect  service  Weeks  5 – 6  Basil  Greater customer awareness  

Full system launch  Week 6  Basil  Service available to all customers  


