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Overview of Case-study
Basil's Bakery is a small independent artisan bakery located in a retail park in Coventry, UK. 
The bakery opened in 2015 and experienced steady sales growth until 2019. It is known for high-quality organic cakes, pastries, and breads.
 Customers include local shoppers, retail employees, office workers, and warehouse staff. 
Sales dropped significantly during the 2020 COVID-19 lockdown. Although sales recovered after restrictions ended, they have remained 25% below 2019 levels.

· The root problem Impacting Basil's Bakery
(Cadle, Paul and Turner, 2021). Declining footfall in the retail park. 
Shop closures have reduced the number of potential customers. 
More office workers are working from home, leading to fewer lunchtime customers. 
Rising operating costs, including rent, utilities, insurance, and organic ingredients. 
No delivery service, causing Basil to lose customers who cannot visit the bakery. 
Limited ability to manage pre-orders because Basil is busy baking. 
Sales have stagnated since 2023, threatening the long-term viability of the business. 
Basil needs to adapt his business model to attract and retain customers while controlling costs. 
[bookmark: _Hlk205982497]Two Proposed Solutions
1. Solution A: Introduce an Online Ordering and Delivery Service
Develop a website or mobile app that allows customers to place orders online. 
Offer local home and workplace delivery or a click-and-collect service. 
This would help Basil reach customers who now work from home or no longer visit the retail park. It would also reduce the bakery's reliance on walk-in customers and create an additional source of income. Online ordering would improve customer and increase sales by making the bakery's products accessible to a wider market.

2. Solution B: Implement a Digital Pre-Order System
Introduce an online pre-order system where customers can choose products and collection times. 
Customers could order in advance without needing to phone the bakery. This would reduce waiting times during busy periods and improve customer satisfaction. It would also allow Basil to better plan production, reduce food waste, and manage demand more efficiently. As Basil often cannot answer the phone while baking, a digital system would save time and ensure that customer orders are not missed.
Result and preferred solution
 (De Bono, 1992) The PMI analysis shows that both solutions would help Basil's Bakery improve sales and adapt to changing customer needs. The 
· Online ordering and delivery service offers the greatest opportunity to increase revenue by reaching customers who work from home or no longer visit the retail park. However, it requires significant investment in technology, delivery arrangements, and possibly additional staff, making it a more expensive option.
· Digital pre-order system is the preferred solution because it is more affordable and easier to implement. It would reduce waiting times, improve customer satisfaction, prevent missed orders, and help Basil plan production more effectively. It also addresses the current problem of Basil being unable to answer phone calls while baking.
· By following this implementation plan, Basil can introduce the digital pre-order system in a structured and manageable way. The plan minimises disruption to daily operations while improving customer convenience, reducing waiting times, and allowing Basil to manage orders more efficiently. Over time, 
· the system should help increase customer loyalty, improve productivity, and support higher sales, making the business more competitive and sustainable

The Key Performance Indicator (KPI)
 And (Mind Tools, 2024). SMART objectives will help Basil monitor whether the digital pre-order system is achieving its intended goals. 
(CMI, 2023). The KPI, which is the number of online pre-orders received each week, will be reviewed regularly to identify trends in customer usage. If the number of pre-orders increases over time, it will indicate that customers are using the new system and that it is improving convenience.
The SMART objective of achieving 50 online pre-orders per week within six months provides a clear target against which Basil can measure performance.

Customer feedback should also be collected through online reviews or short surveys to measure satisfaction with the new service. By combining sales data, pre-order figures, and customer feedback, Basil can evaluate whether the solution has reduced waiting times, improved customer satisfaction, and increased sales. These metrics will support informed decision-making and help ensure the long-term success of the bakery

Key Findings 
· Basil's Bakery has experienced a 25% decline in sales compared to 2019 due to reduced footfall. 
· External factors, including remote working, shop closures, and rising operating costs, have affected business performance. 
· Internal issues, such as the lack of a digital pre-order system and limited capacity to answer phone calls, have reduced customer convenience. 
· A digital pre-order system was identified as the most suitable solution because it is affordable and easy to implement. 
· The implementation plan provides a clear timeline, responsibilities, and actions for introducing the system. 
· A KPI of weekly online pre-orders and SMART objectives will measure success and Regular monitoring and customer feedback will help improve the service, increase sales, and support the bakery's long-term sustainability. 
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Appendix 1 – Task 3a


	PML evaluation for online ordering and delivery service

	Plus 
	Minus 
	interesting

	· Increases sales by reaching customer who work from home or cannot visit the bakery
+2 
	· Requires investment in a website, delivery service and possibly staff including operating cost
-4
	· Basil could partner with local delivery company instead of employing a driver, reducing costs and making the service easier to introduce. +3

	· Expands the customer base and improves convenience
-3
	· Delivery delays and damage customer satisfactions 
-3
	· The service could continue to benefit the business of customer football declines further +4

	TOTAL= +4
	TOTAL -7
	TOTAL = 8



 Online ordering and delivery service = 5
	PMI evaluation table for Digital Pre-Order System


	Plus +
	Minus -
	Interesting

	· Reduces waiting times, improves customer satisfaction, and allows Basil to plan production more efficiently +5
	· There will be setup costs for the ordering system. - 2

	· The system could collect customer data. +2


	· prevents missed orders because customers can order online instead of calling +4
	· customers may prefer placing orders in person or by phone -3
	· identify popular products and offer promotions to encourage repeat purchases +4

	
TOTAL= +9
	
TOTAL = -5
	
TOTAL = +6


[bookmark: _Hlk219478739]Digital pre-order system = +10

Appendix 1 – Task 4a
Implementation for Digital per ordering system

	
	Task
	what
	When
	who
	Done

	1
	Research suitable online pre-order software or apps that are affordable for small businesses
	Software 
	Week 1
	basil
	Select a cost effective and user-friendly system.

	 2
	Purchase and set up the digital pre-order system on the bakery's website or through a mobile app
	Website 
	Week 2-3
	Basil and IT provider 
	Customers can place orders online at any time.

	3
	Test the system to ensure orders are processed accurately and collection times work efficiently
	Be accurate 
	Week 4

	Basil 
	Identify and fix any technical issues before launch.

	4
	Promote the new service through social media, posters in the bakery, and flyers to existing customers
	Promotion 
	Week 5
	basil
	Increase customer awareness and encourage use of the new system

	5
	Monitor customer feedback, sales, and order volumes during the first three months
	Receive feedback 
	On going 
	basil
	Improve the system based on customer feedback and increase customer satisfaction.





· Appendix 3 – Task 5a

The Key Performance Indicator (KPI)
Number of online pre-orders received each week.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase the number of customer pre-orders by promoting the new online pre-order system through the bakery's website, social media, and in-store advertising






	Achieve 50 online pre-orders per week within six months of launching the system.





	this target is realistic because Basil already has a loyal customer base, and many customers have previously requested a pre-order service


	Increasing pre-orders supports the bakery's goal of reducing waiting times, improving customer satisfaction, and increasing sales despite lower footfall in the retail park.




	Reach the target of 50 online pre-orders per week within six months, while reviewing performance monthly to monitor progress and make any necessary improvements.
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