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Introduction Overview of the Case Study:
Basil's Bakery is a local business facing declining sales due to changing customer shopping habits and increased competition. Many customers prefer online ordering and delivery, but the bakery relies mainly on in-store purchases. The root problem is declining sales. Some of the causes of this problem include lack of an online ordering system, which limits customer convenience and business growth. This issue is supported by limited marketing, dependence on local footfall, and the absence of digital services. Implementing an online ordering system would improve customer satisfaction, increase sales, reduce the impact of declining footfall, and strengthen the bakery's long-term competitiveness.



Two Proposed Solutions 
1 Online Delivery Service
The proposed solution is to introduce an Online Delivery Service for Basil's Bakery. Customers will be able to order products through the bakery's website or mobile app for home delivery. This solution improves convenience, increases sales, and reaches customers who cannot visit the bakery. It also reduces dependence on local footfall and helps the business compete with other bakeries offering online services. Although it requires investment in technology and staff training, the long-term benefits include improved customer satisfaction, business growth, and increased competitiveness. This solution directly addresses the bakery's lack of digital services and changing customer needs.
2 Online Click-and-Collect Pre-Order System
The second proposed solution is to introduce an Online Click-and-Collect (Pre-Order System) for Basil's Bakery. Customers can place their orders online through the website or mobile app and collect them at a convenient time. This solution reduces waiting times, improves order accuracy, and helps staff prepare orders in advance. It also supports better production planning, reducing food waste and improving efficiency. Compared with a delivery service, it is more cost-effective and easier to implement. This solution addresses the root problem by providing customers with a convenient digital ordering option while increasing customer satisfaction, encouraging repeat business, and supporting sustainable business growth.
3B: Evaluation Results and Justifications
Based on the PMI Evaluation, the Online Click-and-Collect (Pre-Order System) is the preferred option because it achieved the highest overall score. 
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 follows a logical order to ensure the project is completed efficiently. Explain the order of activities
 1. Research to identify the platform to use:
Research is needed to compare platform costs, features, security and ease of use. Two weeks from 01/09/2029 allows enough time to research the options and select the most suitable platform for Basil’s Bakery.

2. Engage an app developer:
A developer is needed to set up and customise the chosen platform correctly. This starts after the platform is selected because the developer needs the right technical experience. Two weeks allows time to compare developers, costs and availability before choosing the best option. 
1. Engage a developer :Why?
A developer is needed to build and customise the online ordering system so it works correctly, securely and meets Basil’s Bakery’s needs.

2. Why about two weeks after deciding on the platform?
Two weeks gives enough time to find suitable developers, compare their skills, costs and availability, and choose one with experience using the selected platform.
. Develop the app : Why?
The app needs to be developed so customers can easily view products, place orders, make payments and select click-and-collect options.

2. Why two weeks after engaging the developer?
Two weeks gives the developer enough time to design the main features, set up the ordering and payment functions, and make sure the app meets Basil’s Bakery’s requirements. 
1. Pilot test : Why?
A pilot test is needed to check that the app works correctly, identify technical problems and collect feedback before it is fully launched.

2. Why one week?
One week provides enough time to test the main functions, such as ordering, payments and click-and-collect, and identify any problems that need fixing.
 Official app launch :Why?
The official launch is needed to make the completed and tested app available to customers and begin the new online ordering service.

2. Why four weeks?
Four weeks allows time to promote the app, monitor customer use, collect feedback and fix any issues after the launch.
Implementation Cost:
 Implementation cost is important because Basil’s Bakery needs to introduce an online ordering system within an affordable budget.
Controlling development and operating costs will reduce financial risk and allow the bakery to invest in the new system without negatively affecting its existing business activities.
Implementation Time:
 Implementation time should be carefully managed so the online system can be introduced efficiently. A realistic timeframe will allow sufficient time for development, testing and correcting problems before launch, reducing disruption to the bakery’s normal operations.
.
5B: Justifications for the KPI and SMART Objectives
The chosen Key Performance Indicator (KPI) is the number of online orders per month. This KPI is appropriate because it directly measures whether the new online ordering system is increasing customer demand and improving business performance. It is easy to monitor and provides clear evidence of success.

The SMART objectives support this KPI by setting clear and measurable targets. The objective to launch the online ordering system within the agreed timeframe is Specific and Time-bound. Increasing online orders by a set percentage is Measurable and demonstrates business growth. Training all staff before the system goes live is Achievable and ensures employees can use the new system effectively. Improving customer satisfaction through positive feedback is Relevant because it encourages repeat business and customer loyalty. Together, these SMART objectives provide a structured plan for implementation, help monitor progress, and ensure the project remains focused on achieving Basil's Bakery's goal of increasing sales and improving customer service.
7B Key Findings
· Basil's Bakery is losing customers because it does not offer online ordering or digital services.

· Two solutions were evaluated, with the Online Click-and-Collect (Pre-Order System) identified as the most suitable option.

· The implementation plan provides a structured approach through research, staff training, system launch, and continuous improvement.

· The KPI and SMART objectives allow progress to be measured through online orders, staff performance, and customer satisfaction.

· Implementing the recommended solution is expected to increase sales, improve customer experience, reduce food waste, and support the bakery's long-term growth and competitiveness.

Justifications for the KPI and SMART Objectives
· The proposed Key Performance Indicator (KPI) is to increase Basil’s Bakery’s monthly sales by 20% or more may be within six months through the introduction of an online ordering and delivery service.
· This KPI directly addresses the business problem of declining sales caused by reduced customer footfall and changing customer shopping habits. Measuring monthly sales and the number of online orders will enable Basil to monitor progress and evaluate the success of the new service.
· The SMART objectives support this KPI by ensuring the goals are Specific, Measurable, Achievable, Relevant and Time-Bound.
· The objective is specific because it focuses on introducing an online ordering and delivery service. 
· It is measurable through sales growth and online order numbers.
 It is achievable because demand already exists, as customers have requested a delivery service. 
· The objective is relevant because it responds directly to the issues identified in the case study, including reduced footfall and increasing competition. 
· Finally, it is time-bound with a six-month deadline, allowing Basil to review performance and make improvements if required.
· Using SMART objectives provides a clear framework for monitoring progress, improving decision-making and increasing the likelihood of long-term business success.

Conclusion 
· The main cause of Basil's Bakery's declining sales is reduced customer footfall, changes in working patterns, and the lack of online services.
Introducing an online ordering and delivery service is the most effective solution because it reaches customers who work from home and increases convenience.
· 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 PMI s will help Basil measure sales growth, customer demand and business performance.
· Adopting digital services and improving customer accessibility will increase competitiveness, support long-term business growth and improve the bakery's financial sustainability.
Online Click apps or browser and collect pre order
     Justification – Online Click App or Browser and Collect Pre-order
Reduce Customer Waiting Time
· The pre-order system will reduce customer waiting time because orders can be placed before customers arrive at Basil’s Bakery. Products can be prepared in advance, allowing customers to collect their orders more quickly and reducing queues during busy periods.
Improve Customer Satisfaction and Feedback
· A faster and more convenient ordering process can improve customer satisfaction. The online system can also provide customers with an opportunity to give feedback, helping Basil’s Bakery identify problems and improve its products and service.
Lower Implementation Cost than Delivery
· A click-and-collect system can have lower implementation costs than operating a full delivery service. Basil’s Bakery can accept online orders without initially paying for delivery vehicles, drivers or delivery-platform charges, making the solution more financially manageable.
Improve Order Accuracy and Efficiency
· Online pre-orders can improve accuracy because customer selections are recorded directly through the system. This reduces misunderstandings when taking orders and helps employees prepare orders efficiently, improving service speed and reducing mistakes.










Appendices      Appendix 1 
PMI Evaluation Table
	Online Delivery Service 

	Plus
	Minus
	Interesting

	Implementation Cost  +6
	Initial setup the cost(price) for website and delivery are slow

-4                                       
	Could Attract new customers outside the local area
Some advertise will help
+3                                       

	Implementation time

+5                                        
	Requires staff training and order management

-2                                   
	May improve customers loyalty and repeat purchase
Some events will help
+2                                       

	Customer convenience

+4                                       
	Delivery delays may affect customers satisfaction

-2                                        
	Opportunity to partners with delivery platforms
Create app
+2                                       

	Reduce dependence on retail park footfall

+6                              
	Ongoing delivery and Maintenance cost expensive


-2                                        
	Supports future business growth
Lower the price first time open can help
+2                                   

	                               
	                               
	

	
Total: +21
	
Total: -10
	
Total: +9


[bookmark: _Hlk210816971]Therefore: Overall Total for Online Delivery = 21+9 = 30-10=+20







	Online Click apps or browser and collect pre order 

	Plus    
	Minus 
	Interesting 

	Reduce customer waiting times will help
+3                                       
	Requires online booking systems by app
-2                                         
	Can improve production planning early
+2                                        

	Improves customer satisfaction and feedback
+2                                       
	Staff need training to manage orders
-4                                       
	Encourage repeat business can be one idea
+2                                       

	Lower implementation so then delivery
+2                                      
	Still depends on customers visiting the bakery Basil
-3                                          
	Reduce food waste through planned production
+3                                       

	Improves order accuracy and efficiency speed up
+3                                      
	Limited benefit for customers living far away
-2                                         
	Cancellations of order -3                                  

	
TOTAL: +10
	
TOTAL: -11
	
TOTAL: +4


Therefore, Overall Total for Pre-Order online system= 10+4=14-11=+3

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
	Research to identify the platform to use
	Research online

	Two weeks from 01/09/2026

	Basil



	2
	Engage an App developer
	Agree terms, identify key features of the App
	About 2 weeks after deciding on the platform to use


	Basil 



	3
	Build App
	Design
	Could be 4 weeks after engaging developer

	Basil and App developer



	4
	Pilot test
	Monitor feedback and sales performance and improve the service
	One week after App is developed

	Basil and advertising from feedback

	
5
	Official Public launching
	Advertise the App, offer promotional discounts
	4 weeks after pilot test
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Appendix 3 

The Key Performance Indicator is S.M.A.R.T

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch online ordering and delivery service will help to increase sales and attracting more customers

	Achieve a 20% or more to increasing in the monthly sales and receive at least 50 or 80+
Online per week or over 800+ per month
	The targets are realistic with effective marketing, staff training and customer’s demand


	It will be directly addresses to the declines of sales and reduced customers footfall identified in the case of studies
	Achieve the KPI
Within 6-8 months max 1 year of launching the service
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