Slide 1




This presentation examines the issues confronting Basil's Bakery, an independent bakery situated in a retail park in Coventry. According to the case study, revenues soared when the firm began in 2015 but decreased in 2020 due to Covid-19 limits. Between 2023 and 2025, revenues remained 25% lower than in 2019 (Basil's Bakery Case Study, 2026). Reduced footfall, growing operational expenses, and changing client preferences all pose challenges for businesses. Basil's Bakery Case Study (2026) reports that customers have requested pre-ordering and delivery, but the bakery is unable to respond to calls while baking. The study examines two potential solutions, evaluates them using the Plus-Minus-Interesting approach, recommends a preferred choice, and provides an implementation strategy. The suggestion also use SMART goals and a key performance metric to assess outcomes.
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The report adheres to the assignment criteria by analysing the case study, providing two options, assessing them using PMI, selecting a preferable solution, and creating an implementation plan. It also provides SMART objectives and a key performance metric for determining effectiveness. PMI is an organised thinking method connected with Edward de Bono. Before making a judgement, it examines the idea's positive, negative, and fascinating elements (de Bono, 2000).The advised method is to try out a modest modification before making a permanent commitment. This is consistent with the Department of Business and Trade's advice to promote digital adoption among small enterprises using a test-and-learn strategy (Department for Business and Trade, 2025).
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Basil's Bakery is dealing with three related issues: diminishing demand, changing customer behaviour, and growing prices. Between 2023 and 2025, sales at Basil's Bakery Case Study stayed around 25% lower than in 2019. Additionally, the retail park saw fewer visitors. Nearby shops have closed, and customers who used to work nearby now work from home for part of the week. These improvements limit walk-in purchases (Basil's Bakery Case Study, 2026). At the same time, rent, utilities, business rates, insurance, and organic ingredients have increased in price (Basil's Bakery Case Study, 2026). Customers asked for pre-ordering due to long wait times, however Basil is not always available to answer the phone while baking. As a result, the fundamental issue is that the bakery is strongly reliant on walk-in sales, despite shifts in customer habits. The company must increase convenience without adding expenditures and workload that it cannot handle.
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The first proposed option is to implement a basic digital pre-ordering system that may be collected from the bakery. Customers could browse products, compare prices and allergen details, and choose an available collection time. Digital ordering is one type of technology adoption that has been identified as important to small-business efficiency (Department for Business and Trade, 2025). Basil should start with a restricted menu of popular goods. This would make it easier to schedule output and avoid the possibility of receiving greater orders than the bakery can handle. The method might be advertised via QR codes, social media, and local workplaces. Clear order limitations and collection times would help manage demand.
This approach reacts immediately to consumer requests for pre-orders, perhaps reducing Basil's need to handle calls while baking. The ordering system should be inexpensive and simple to use, keeping in mind the time and expertise required for a digital transformation (for D, 2025).
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The second proposed approach is to implement local deliveries. Basil's Bakery Case Study (2026) suggests that reaching out customers who work from home or do not frequent the retail park could be beneficial. The bakery could initially deliver inside a small radius and during specific time periods. To assist control delivery costs, consider implementing a minimum order value or scheduling office orders.
Basil should weigh the benefits of using a third-party delivery business vs managing his own small delivery operation. The comparison should consider delivery costs, packaging, labour, and the duration required to arrange orders.
Food safety is a major consideration. The Food Standards Agency recommends food enterprises to analyse delivery risks and maintain appropriate food-safety measures (Food Standards Agency, 2022). Allergen information must be disclosed before the purchase and when the food is delivered (Food Standards Agency, 2026).
Although delivery might broaden the bakery's customer base, Basil would need to determine whether the increased sales warrant the added costs and workload.
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The PMI technique examines the positive, negative, and fascinating elements of both alternatives before making a final selection (de Bono, 2000).
Positive elements of Solution A include enhanced convenience, fewer missed calls, and better demand visibility. Negative factors include setup time, menu upkeep, and potential transaction fees. Order data present an intriguing chance for Basil to identify common goods and busy periods.
Solution B's key advantage is the ability to reach customers outside of the retail park. However, delivery incurs additional costs, packaging requirements, travel time, and food safety duties (Food Standards Agency, 2026). An intriguing option is to test periodic office orders instead of individual delivery.
According to the PMI comparison, pre-ordering is the simplest method for testing first. However, actual client demand, costs, and operating capacity should all be considered before making a final decision (for D, 2025).
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The preferable option is digital pre-ordering with collection. Basil's Bakery Case Study (2026) suggests that this method allows for direct consumer response while maintaining concentration on baking. Pre-ordering avoids the urgent requirement to arrange drivers or control delivery costs. However, Basil must also consider the cost of the ordering instrument, the time required to process orders, and the bakery's production capacity.
According to the Department for Business and Trade, cost, time, and a lack of experience are major impediments to digital adoption for small firms. As a result, a basic system and restricted menu are better beginning points than a complex service.
Delivery ought to remain a viable second stage. Basil may consider it if the pilot shows client demand and the bakery can handle the added expenditures and obligations.
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An eight-week pilot is planned to test the preferred approach before Basil commits to it permanently. A test-and-learn strategy aligns with the Department of Business and Trade's digital adoption recommendations (Department for Business, Innovation, Science and Trade, 2025).
During weeks one and two, Basil should keep track of sales, transaction figures, popular products, and peak wait times. He should also ask clients if they would like to pre-order.
During weeks three and four, he should select an affordable ordering tool, create a menu, and set prices, order deadlines, and collection times.
In week five, the bakery should begin offering the service to regular clients and surrounding employers. During weeks six and seven, Basil should encourage the service and conduct weekly performance reviews.
In week eight, he must compare the findings to the baseline and determine whether to continue, alter, or discontinue the pilot. These activities are planned actions for the case study, not published outcomes.
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Basil will oversee selecting products, determining prices, establishing order limits, and ensuring that transactions can be completed consistently. If staff are present, they can assist with order verification, product packaging, and collection management.
The ordering provider could assist with technical aspects, but Basil must guarantee that product descriptions, prices, and allergen information are correct.
Daily order restrictions, explicit deadlines, and collection times should help the service avoid disturbing baking. A backup plan should also be developed in case the ordering or payment method fails.
Food security and allergen data are especially crucial for clients who shop online. The Food Standards Agency recommends that firms give allergen information before and during food supply (FSA, 2022). Before launching the service, Basil should check that the method complies with all applicable food-safety standards.





Slide 10




Three SMART objectives have been established for the eight-week test.
First, by the end of Week 8, you should have completed 30 pre-orders per week. Second, decrease average peak-period wait time by 20% relative to the baseline. Third, make sure that at least 95% of reservations are ready for pickup by week eight.
These are intended aims, not current business performance. Basil should evaluate their feasibility after gathering baseline data.
The primary key performance metric will be the number of completed pre-orders each week. Additional metrics should include average order value, expected value after ingredient and packing expenses, cancelation rates, and order readiness.
Kaplan and Norton (1992) emphasize the significance of linking performance metrics to corporate objectives. As a result, Basil should use the KPI in conjunction with service to customers and financial success metrics, rather than depending just on order quantities.
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Every week, Basil should log fulfilled pre-orders and compare them to the anticipated weekly target of 30 orders. He should also keep track of waiting times, order preparedness, typical order value, cancelations, and client comments.
Financial success should be assessed along with sales volume. To establish whether the service is worthwhile, Basil should calculate the residual contribution after deducting appropriate ingredient, packaging, and transaction expenses.
Managers can use performance measurement to analyse progress toward corporate objectives and identify areas where corrective action is needed (Kaplan and Norton, 1992).
If demand rises and orders arrive on schedule, Basil can continue the pilot. If clients use the system but collection is erratic, he should change the collection slots or simplify the choices. If demand is limited or the service incurs more costs and interruption than advantages, it should be adjusted or discontinued.
The ultimate decision ought to be made at the end of week eight, based on recorded data rather than preconceptions.
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According to the case study (Basil's Bakery Case Study, 2026), Basil's Bakery faces issues such as decreased foot traffic, changing client routines, and growing operating costs. Two methods were considered: digital ordering in advance with collection and a local delivery company. Both may increase convenience, but delivery incurs higher expenses and food-safety obligations (FSA, 2022).
Digital pre-ordering is suggested as the initial stage because it immediately answers client requirements and may be explored on a small scale. The proposed eight-week pilot program will allow Basil to assess consumer demand, wait times, order readiness, and financial performance.
The approach is to perform a small change, evaluate the results, and then consider delivery if the evidence warrants additional effort. This strategy also emphasizes the importance of evaluating digital adoption in a way that is tailored to the requirements and assets of a small company (Department for Business, Innovation, Science and Trade, 2025).
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2. Solution A: digital pre-order and collection

Simple online order form or low-cost ordering page

Publish a daily menu, prices, cut-off times and collection slots

Accept pre-orders for selected products; confirm orders automatically where possible

Promote to former regulars, local workplaces and retail-park visitors
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The first proposed option is to implement a basic digital pre-ordering system that may be collected from the bakery. Customers could browse products, compare prices and allergen details, and choose an available collection time. Digital ordering is one type of technology adoption that has been identified as important to small-business efficiency (Department for Business and Trade, 2025). Basil should start with a restricted menu of popular goods. This would make it easier to schedule output and avoid the possibility of receiving greater orders than the bakery can handle. The method might be advertised via QR codes, social media, and local workplaces. Clear order limitations and collection times would help manage demand.

This approach reacts immediately to consumer requests for pre-orders, perhaps reducing Basil's need to handle calls while baking. The ordering system should be inexpensive and simple to use, keeping in mind the time and expertise required for a digital transformation (for D, 2025).
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2. Solution B: local delivery service

Offer delivery within a defined small radius and limited time windows

Start with pre-paid or confirmed orders and a minimum order value

Use a delivery partner or a short, scheduled in-house pilot

Review packaging, travel time, fees and food-safety procedures before launch
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The second proposed approach is to implement local deliveries. Basil's Bakery Case Study (2026) suggests that reaching out customers who work from home or do not frequent the retail park could be beneficial. The bakery could initially deliver inside a small radius and during specific time periods. To assist control delivery costs, consider implementing a minimum order value or scheduling office orders.

Basil should weigh the benefits of using a third-party delivery business vs managing his own small delivery operation. The comparison should consider delivery costs, packaging, labour, and the duration required to arrange orders.

Food safety is a major consideration. The Food Standards Agency recommends food enterprises to analyse delivery risks and maintain appropriate food-safety measures (Food Standards Agency, 2022). Allergen information must be disclosed before the purchase and when the food is delivered (Food Standards Agency, 2026).

Although delivery might broaden the bakery's customer base, Basil would need to determine whether the increased sales warrant the added costs and workload.
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3a. PMI comparison

Solution A — PLUS: low-cost, convenient, predictable production

Solution A — MINUS: requires setup, updates and customer adoption

Solution A — INTERESTING: order data can reveal popular products and peaks

Solution B — PLUS: reaches customers beyond the retail park

Solution B — MINUS: delivery fees, time, packaging and food-safety complexity
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The PMI technique examines the positive, negative, and fascinating elements of both alternatives before making a final selection (de Bono, 2000).

Positive elements of Solution A include enhanced convenience, fewer missed calls, and better demand visibility. Negative factors include setup time, menu upkeep, and potential transaction fees. Order data present an intriguing chance for Basil to identify common goods and busy periods.

Solution B's key advantage is the ability to reach customers outside of the retail park. However, delivery incurs additional costs, packaging requirements, travel time, and food safety duties (Food Standards Agency, 2026). An intriguing option is to test periodic office orders instead of individual delivery.

According to the PMI comparison, pre-ordering is the simplest method for testing first. However, actual client demand, costs, and operating capacity should all be considered before making a final decision (for D, 2025).
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3b. Preferred solution and rationale

Choose Solution A first: digital pre-order and collection

Lower cost and complexity; directly addresses long waits and missed calls

Keep delivery as a second-stage option after demand and margins are measured

Use a time-limited pilot and continue only if targets are met
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The preferable option is digital pre-ordering with collection. Basil's Bakery Case Study (2026) suggests that this method allows for direct consumer response while maintaining concentration on baking. Pre-ordering avoids the urgent requirement to arrange drivers or control delivery costs. However, Basil must also consider the cost of the ordering instrument, the time required to process orders, and the bakery's production capacity.

According to the Department for Business and Trade, cost, time, and a lack of experience are major impediments to digital adoption for small firms. As a result, a basic system and restricted menu are better beginning points than a complex service.

Delivery ought to remain a viable second stage. Basil may consider it if the pilot shows client demand and the bakery can handle the added expenditures and obligations.
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4a. Implementation plan: 8-week pilot

Weeks 1–2: baseline, customer survey, menu and cost review

Weeks 3–4: select tool, configure ordering, test orders and collection slots

Week 5: soft launch to regulars and nearby workplaces

Weeks 6–7: public promotion and weekly review

Week 8: evaluate results and decide whether to continue or adjust
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An eight-week pilot is planned to test the preferred approach before Basil commits to it permanently. A test-and-learn strategy aligns with the Department of Business and Trade's digital adoption recommendations (Department for Business, Innovation, Science and Trade, 2025).

During weeks one and two, Basil should keep track of sales, transaction figures, popular products, and peak wait times. He should also ask clients if they would like to pre-order.

During weeks three and four, he should select an affordable ordering tool, create a menu, and set prices, order deadlines, and collection times.

In week five, the bakery should begin offering the service to regular clients and surrounding employers. During weeks six and seven, Basil should encourage the service and conduct weekly performance reviews.

In week eight, he must compare the findings to the baseline and determine whether to continue, alter, or discontinue the pilot. These activities are planned actions for the case study, not published outcomes.
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4b. Responsibilities, sequence and controls

Basil: owner, product range, pricing, food safety and go/no-go decision

Ordering-tool provider: setup, payments and technical support

Staff member (if available): order checking, packing and handover

Controls: daily order cap, clear cut-off, allergen information, contingency process
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Basil will oversee selecting products, determining prices, establishing order limits, and ensuring that transactions can be completed consistently. If staff are present, they can assist with order verification, product packaging, and collection management.

The ordering provider could assist with technical aspects, but Basil must guarantee that product descriptions, prices, and allergen information are correct.

Daily order restrictions, explicit deadlines, and collection times should help the service avoid disturbing baking. A backup plan should also be developed in case the ordering or payment method fails.

Food security and allergen data are especially crucial for clients who shop online. The Food Standards Agency recommends that firms give allergen information before and during food supply (FSA, 2022). Before launching the service, Basil should check that the method complies with all applicable food-safety standards.
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5a. SMART objectives and primary KPI

SMART objective 1: by week 8, achieve 30 completed pre-orders per week

SMART objective 2: by week 8, reduce average peak waiting time by 20%

SMART objective 3: achieve at least 95% orders ready within the promised slot

Primary KPI: completed pre-orders per week
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Three SMART objectives have been established for the eight-week test.

First, by the end of Week 8, you should have completed 30 pre-orders per week. Second, decrease average peak-period wait time by 20% relative to the baseline. Third, make sure that at least 95% of reservations are ready for pickup by week eight.

These are intended aims, not current business performance. Basil should evaluate their feasibility after gathering baseline data.

The primary key performance metric will be the number of completed pre-orders each week. Additional metrics should include average order value, expected value after ingredient and packing expenses, cancelation rates, and order readiness.

Kaplan and Norton (1992) emphasize the significance of linking performance metrics to corporate objectives. As a result, Basil should use the KPI in conjunction with service to customers and financial success metrics, rather than depending just on order quantities.
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5b. Monitoring and evaluating effectiveness

Record KPI weekly and compare with the pre-launch baseline

Use order log / platform report plus a short customer feedback question

Review margin, cancellations, late orders, waiting time and workload

At week 8: continue, modify or stop based on evidence
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Every week, Basil should log fulfilled pre-orders and compare them to the anticipated weekly target of 30 orders. He should also keep track of waiting times, order preparedness, typical order value, cancelations, and client comments.

Financial success should be assessed along with sales volume. To establish whether the service is worthwhile, Basil should calculate the residual contribution after deducting appropriate ingredient, packaging, and transaction expenses.

Managers can use performance measurement to analyse progress toward corporate objectives and identify areas where corrective action is needed (Kaplan and Norton, 1992).

If demand rises and orders arrive on schedule, Basil can continue the pilot. If clients use the system but collection is erratic, he should change the collection slots or simplify the choices. If demand is limited or the service incurs more costs and interruption than advantages, it should be adjusted or discontinued.

The ultimate decision ought to be made at the end of week eight, based on recorded data rather than preconceptions.
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6. Key findings and recommendation

The problem combines reduced footfall, changing habits and rising costs

Digital pre-ordering is the lowest-risk first response

A limited pilot tests demand before committing to delivery

Use targets and weekly data to protect service quality and margin
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According to the case study (Basil's Bakery Case Study, 2026), Basil's Bakery faces issues such as decreased foot traffic, changing client routines, and growing operating costs. Two methods were considered: digital ordering in advance with collection and a local delivery company. Both may increase convenience, but delivery incurs higher expenses and food-safety obligations (FSA, 2022).

Digital pre-ordering is suggested as the initial stage because it immediately answers client requirements and may be explored on a small scale. The proposed eight-week pilot program will allow Basil to assess consumer demand, wait times, order readiness, and financial performance.

The approach is to perform a small change, evaluate the results, and then consider delivery if the evidence warrants additional effort. This strategy also emphasizes the importance of evaluating digital adoption in a way that is tailored to the requirements and assets of a small company (Department for Business, Innovation, Science and Trade, 2025).
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This presentation examines the issues confronting Basil's Bakery, an independent bakery situated in a retail park in Coventry. According to the case study, revenues soared when the firm began in 2015 but decreased in 2020 due to Covid-19 limits. Between 2023 and 2025, revenues remained 25% lower than in 2019 (Basil's Bakery Case Study, 2026). Reduced footfall, growing operational expenses, and changing client preferences all pose challenges for businesses. Basil's Bakery Case Study (2026) reports that customers have requested pre-ordering and delivery, but the bakery is unable to respond to calls while baking. The study examines two potential solutions, evaluates them using the Plus-Minus-Interesting approach, recommends a preferred choice, and provides an implementation strategy. The suggestion also use SMART goals and a key performance metric to assess outcomes.
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The report adheres to the assignment criteria by analysing the case study, providing two options, assessing them using PMI, selecting a preferable solution, and creating an implementation plan. It also provides SMART objectives and a key performance metric for determining effectiveness. PMI is an organised thinking method connected with Edward de Bono. Before making a judgement, it examines the idea's positive, negative, and fascinating elements (de Bono, 2000).The advised method is to try out a modest modification before making a permanent commitment. This is consistent with the Department of Business and Trade's advice to promote digital adoption among small enterprises using a test-and-learn strategy (Department for Business and Trade, 2025).
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1. Case overview: what is going wrong?

Sales remain about 25% below 2019 levels (2023–2025)

Lower retail-park footfall and fewer nearby workers

Higher rent, utilities, rates, insurance and ingredient uncertainty

Customers request pre-orders and delivery; capacity is limited
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Basil's Bakery is dealing with three related issues: diminishing demand, changing customer behaviour, and growing prices. Between 2023 and 2025, sales at Basil's Bakery Case Study stayed around 25% lower than in 2019. Additionally, the retail park saw fewer visitors. Nearby shops have closed, and customers who used to work nearby now work from home for part of the week. These improvements limit walk-in purchases (Basil's Bakery Case Study, 2026). At the same time, rent, utilities, business rates, insurance, and organic ingredients have increased in price (Basil's Bakery Case Study, 2026). Customers asked for pre-ordering due to long wait times, however Basil is not always available to answer the phone while baking. As a result, the fundamental issue is that the bakery is strongly reliant on walk-in sales, despite shifts in customer habits. The company must increase convenience without adding expenditures and workload that it cannot handle.












