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Task 1: Overview of Case-study
1. Overview of the Case Study and Nature of the Problem
Basil’s Bakery is an independent bakery located in a retail park in Coventry. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic in 2020. Although sales recovered after lockdown restrictions ended, they have remained approximately 25% below 2019 levels. Several factors have contributed to this decline. Footfall in the retail park has reduced due to shop closures, resulting in fewer potential customers. Additionally, many office workers now work from home for part of the week, reducing lunchtime demand. Rising operating costs, including rent, utilities, insurance, and organic ingredients, have further reduced profitability. Customers have also requested delivery and pre-order services, but Basil currently lacks the resources to provide these effectively. Therefore, the business must identify and implement changes to improve sales and long-term viability.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution 1: Introduce an Online Ordering and Delivery Service
 Online ordering helps restaurants increase sales by expanding customer reach and streamlining operations H KHALID (2025). Basil could develop an online ordering platform that allows customers to order bakery products for home or workplace delivery. Deliveries could be completed through partnerships with local courier services or food delivery platforms. Outsourcing delivery logistics helps to streamline business operations, reduce overhead, and save time and means for other core business purposes. Having this ability to operate more effectively means you’ll end up with a healthier bottom line and a more productive life N HOKOBI (2025). 
This solution would help recover customers who no longer visit the retail park because they work from home or have lost jobs in nearby shops. It would also expand Basil’s market beyond the immediate local area, creating new revenue opportunities. Customers increasingly expect convenience and delivery options, meaning this service could improve customer satisfaction and increase repeat purchases.
Solution 2: Introduce a Digital Pre-Order and Click-and-Collect System
Click-and-collect can be a more margin-friendly ecommerce fulfilment option for retailers saving them on the costs of delivery. It also promises additional benefits such as increased footfall to brick-and-mortar stores R SENTENCE (2024)
Basil could create a website or mobile ordering system allowing customers to pre-order products and collect them at a chosen time. Orders would be prepared in advance, reducing waiting times during busy periods. The benefits of pre-order fulfilment go beyond just early revenue. It also enables Demand Forecasting, Cash Flow Improvement, Customer Loyalty and reduced overstock risk with confirmed orders. D Wong (2025)
This solution directly addresses customer complaints about queues and unavailable products. Customers could order during their commute or before arriving at work, ensuring their preferred items are ready for collection. The system would improve efficiency, reduce congestion in the bakery, and allow Basil to forecast demand more accurately, reducing waste and improving stock management.
 3b) Evaluation Results and Justifications:
Preferred Solution Is pre-order and click-and-collect:
The PMI analysis indicates that the digital pre-order and click-and-collect system is the preferred solution. Although both solutions have potential benefits, the pre-order system provides the greatest benefits with the lowest risk and cost. Delivery services require significant investment and ongoing operational management, which may be challenging for a small business. In contrast, a pre-order system directly addresses existing customer complaints regarding waiting times and unavailable products. It also enables more accurate production planning and inventory management. As a result, the solution offers a practical and cost-effective method of increasing customer satisfaction and improving sales performance.
4b. Justification of Implementation Plan
The implementation begins with research to ensure the most suitable software is selected. Designing and testing the system before launch reduces the risk of technical issues. Staff training is scheduled before implementation to ensure confidence in using the system and assisting customers. Marketing activities occur immediately before launch to maximise awareness and encourage customer adoption. Ongoing monitoring is essential to identify improvements and ensure the solution achieves its objectives. The sequence follows a logical progression that minimises disruption to daily business operations while ensuring effective implementation.
[bookmark: _Hlk205981688]Task 5B.Justifications for the KPI and SMART Objectives
Key Performance Indicator (KPI) Monthly Sales Revenue. These KPI measures whether the new pre-order system contributes to increased sales. These objectives are Specific, Measurable, Achievable, Relevant, and Time-Bound.
The KPI and SMART objectives will provide measurable evidence of the solution’s effectiveness. Monthly sales reports will identify whether revenue is increasing. The number of online orders can be monitored through the ordering system. Customer waiting times can be measured through observation and customer feedback. Satisfaction surveys will identify customer perceptions of the service. Waste levels can be monitored through stock records and inventory reports.
Regular monthly reviews should be conducted to compare actual performance against targets. If objectives are not being achieved, corrective action can be taken, such as additional marketing, staff training, or adjustments to the ordering process. Continuous monitoring ensures that the solution remains effective and contributes to long-term business growth
Summary of Key Findings
· Basil’s Bakery faces declining sales due to reduced retail park footfall and changing working patterns.
· Rising operating costs are reducing profitability.
· Customers have requested more convenient ordering options.
· Two solutions were identified: delivery services and digital pre-ordering.
· PMI analysis showed the pre-order system offered the best balance of benefits and costs.
· An eight-week implementation plan was developed.
· Monthly sales revenue was selected as the main KPI.
· SMART objectives provide clear targets for measuring success.
· Continuous monitoring will support long-term business improvement.
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Appendices
PMI Evaluation Table 3A
Option A – Online ordering and delivery services
	[bookmark: _Hlk219539535]Plus
	Minus
	Interesting

	Expands customer base.           5
	High setup and operating cost          5

	Could increase brand awareness.      2


	Reaches remote workers.          4
 
	Requires delivery logistics.               4
	Potential partnerships with delivery 1 companies.


	
	Risk of damaged products during     3 transport.
	

	
	
	

	
TOTAL:                         12
	
TOTAL:                               12                                                           
	
TOTAL: 3


[bookmark: _Hlk219539397]
Therefore: Overall Total = 12-12+3=3

Option B -  Introduce a Digital Pre-Order and Click-and-Collect System

	Plus
	Minus
	Interesting

	Lower implementation cost.    5
	Requires website development   3
	Customer data could be used for future marketing.     3

	Reduces the customer waiting times.                                        4                             

	Staff training required                  4
	Opportunity for loyalty schemes.                        2

	Improves customer satisfaction.2

	Some customers may prefer traditional ordering.                       2

	

	Better planning for production.3

	
	

	
TOTAL:14
	
TOTAL: 9
	
TOTAL: 5



Therefore: Overall Total = 14-9+5=10
Appendix 1 – Task 3a


[bookmark: _Hlk210816971]Therefore: Overall Total for online ordering and delivery services (for Solution A) = 3

[bookmark: _Hlk219478739]Therefore: Overall Total for digital preorder and click and collect (for Solution B) =10




Appendix 2 – Task 4a
Implementation Plan

Existing customers complaint regarding waiting times.
Preorder and click and collect:

	Task
	What (does this involve)
	When
	Who
	Done

	1. Research suitable ordering software
	Research different online ordering software to identify the most suitable system for Basil’s Bakery.
	Week 1
	Basil
	Suitable software options identified and compared.

	2. Select software provider
	Evaluate the available options and choose the software provider that best meets the bakery’s needs.
	Week 2
	Basil
	Software provider selected and agreement confirmed.

	3. Design online ordering platform
	The software provider designs and customises the online ordering platform to suit the bakery’s requirements.
	Weeks 3–4
	Software Provider
	Online ordering platform developed and ready for testing.

	4. Test system functionality
	Test all features of the online ordering system to ensure it works correctly before launch.
	Week 5
	Basil and Software Provider
	System tested successfully and any issues resolved.

	5. Train staff
	Train bakery staff on how to use the new online ordering system and manage customer orders.
	Week 6
	Basil
	Staff trained and confident in using the system.

	6. Launch marketing campaign
	Promote the new online ordering service through social media, posters, and other marketing methods.
	Week 7
	Basil
	Marketing campaign launched and customers informed.

	7. Official system launch
	Launch the online ordering system for customers to use.
	Week 8
	Basil
	Online ordering system successfully launched.

	8. Monitor performance
	Monitor system performance, customer feedback, and sales to identify any improvements needed.
	Ongoing
	Basil
	




endix 3 – Task 5a

 The Key Performance Indicator (KPI):
Increase monthly sales revenue at Basil’s Bakery.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase monthly sales by introducing new bakery products, offering promotions, and improving customer service.
	Increase monthly sales revenue by 15% and increase the number of repeat customers by 10%.
	Achievable through staff training, better marketing, and seasonal promotions.
	Increased sales will improve profitability and support Basil’s Bakery’s business growth.
	Achieve the target within 6 months.
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