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[bookmark: _Toc235115390]Task 1: Overview of the Case Study
Basil's Bakery is a local bakery in Coventry, UK that focuses on creating organic, high-quality cakes, pastries and breads. Sales have bounced back since COVID-19, but are still 25% down from 2019, putting business at risk of unsustainability. The answer is that Basil is not adapting to the new behaviours of their customers, which include fewer people entering their shop, customers working remotely, increased costs, fewer ordering options and no deliveries. The issues involved need a systematic problem-solving approach (Proctor, 2018; Adair, 2019).
Figure 1: Problem-Solving Approach Applied to Basil’s Bakery (Author’s own illustration)

Figure 1 illustrates the structured problem-solving approach used to identify Basil’s Bakery’s challenges, evaluate possible solutions and monitor implementation outcomes.
[bookmark: _Toc235115391]Task 2: Two Proposed Solutions
[bookmark: _Toc235115392]Solution A: Online Pre-order and Click & Collect System
A pre-order and Click & Collect system could be implemented online, meaning that customers could order online and have the method for picking up their orders written on their mobile phone. It would make the ordering process for busy customers more convenient, help with demand forecasting and minimise reordering costs without any significant cost to the business, which would mitigate Basil's ordering and customer access issues (Proctor, 2018).
[bookmark: _Toc235115393]Solution B: Local Delivery and Subscription Service
Having an in-house delivery and subscription service would get bakery products to the door or office of the customer, which would lessen reliance on falling retail park traffic. It may help grow customer base and lead to revenue from recurring customers. But it needs more resources such as delivery staff, transport and logistics management, greater complexity and costs in implementation (Chevallier, 2016).
[bookmark: _Toc235115394]Task 3b: Evaluation Results and Justification
A decision-making technique called PMI (Plus, Minus, Interesting) was used to compare their benefits, limitations and potential opportunities of the two proposed solutions (Proctor, 2018). The criteria used were cost, feasibility, customer impact, revenue potential and risk, as these will directly impact Basil's financial and operational challenges. Cost and feasibility received more weightings as the bakery has limited resources and has increasing operating costs. The PMI analysis (Appendix 1) produced the following results: Solution A: Online Pre-order and Click & Collect System scored highest (+25); and Solution B: Local Delivery and Subscription Service scored lowest (+16). Hence, Solution A is recommended as the most feasible, cost effective and less risky solution for enhancing customer convenience and sales performance (Proctor, 2018).
[bookmark: _Toc235115395]Task 4b: Justification for the Implementation Plan
The implementation plan is sequential, ensuring minimal disruption and helping to ensure the smooth implementation of the Click & Collect and online pre-order system. Planning is done first to establish objectives, budget and requirements prior to development. System development is performed to make sure that the platform is tested prior to launching. Staff training is done prior to implementation to minimize errors and improve quality of service. Marketing launch is after testing to ensure customer expectations are met. The project is managed by Basil, the technology providers develop systems and the staff run the service. Based on the realistic time frame for a small business of six weeks, effective coordination and risk reduction can occur (Kerzner, 2025; Project Management Institute, 2021).


[bookmark: _Toc235115396]Task 5b: Justification for the KPI and SMART Objectives
The monthly sales revenue as a Key Performance Indicator (KPI) is proposed in comparison with Basil's sales performance in 2019. This KPI is appropriate as this is the primary business problem – a loss of sales, and revenues are running around 25% lower than before the pandemic. It can be tracked by actually running monthly sales reports and comparing the volume of sales to the past and to track how well a business is recovering (Parmenter, 2015). The SMART objectives help to support this KPI with measurable objectives: Online ordering system launched within 6 weeks, 50 online orders per week in 3 months, waiting times to be reduced by 30% in 6 months, and sales revenue increased by 15% in 12 months. Basil needs to review these measures on a monthly basis based on sales data, order records and customer feedback, to identify opportunities for improvement and to inform decision making (Parmenter, 2015).
[bookmark: _Toc235115397]Task 6: Key Findings
· Threats to the sustainability of Basil's Bakery include reduced retail footfall, hybrid working patterns and rising operating costs, which are all contributing to the bakery's struggling sales. 
· There are fewer ordering options, and no delivery service has increasingly made customers less convenient, and have caused lost sales opportunities. 
· The online pre-order system and Click & Collect system is recommended because of its affordability, practicability and effectiveness. 
· Successful adoption and sustainable improvements to the business will be assisted through a structured implementation plan and monitoring of KPIs.
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[bookmark: _Toc235115399]Appendix 1 – Task 3a
[bookmark: _Toc235115400]PMI Evaluation Table
The two solutions proposed were analysed using the PMI (Plus, Minus, Interesting) technique for decision making. The different factors were rated on a 5-point scale based on the significance of the factors to the decision making process of Basil's Bakery. Positive factors were given a positive score, negative factors a negative score and interesting factors a potential opportunity or uncertainty. This structured assessment allowed a systematic comparison of both solutions and their strengths and weaknesses, as well as their potential business impact (Proctor, 2018; LCLM4004, 2025).
[bookmark: _Toc235115401]Solution A: Online Pre-order and Click & Collect System
	Plus
	Score
	Minus
	Score
	Interesting
	Score

	Reduces waiting times and improves customer convenience.
	+5
	Requires investment in an online ordering platform.
	-3
	Provides customer data to support future decisions.
	+4

	Helps retain customers affected by hybrid working patterns.
	+5
	Requires staff training and adjustment.
	-2
	Supports loyalty schemes and personalised promotions.
	+4

	Reduces missed telephone orders and improves efficiency.
	+4
	Requires additional order management.
	-2
	Can increase sales without changing the bakery location.
	+5

	Improves production planning through advance orders.
	+4
	Risk of technical problems.
	-2
	Allows testing of digital ordering before delivery expansion.
	+3

	TOTAL
	+18
	TOTAL
	-9
	TOTAL
	+16


Overall Total = +25
[bookmark: _Toc235115402]Solution B: Local Delivery and Subscription Service
	Plus
	Score
	Minus
	Score
	Interesting
	Score

	Expands customer reach beyond retail park visitors.
	+5
	Requires delivery resources and logistics.
	-5
	Attracts remote-working customers.
	+5

	Creates additional revenue opportunities.
	+5
	Increases operating costs.
	-4
	Subscription could improve loyalty.
	+4

	Responds directly to customer delivery requests.
	+4
	Increases Basil’s workload.
	-5
	Creates potential future expansion opportunities.
	+3

	Reduces reliance on walk-in customers.
	+4
	Delivery may affect product quality.
	-3
	Demand for subscriptions is uncertain.
	+3

	TOTAL
	+18
	TOTAL
	-17
	TOTAL
	+15


Overall Total = +16
[bookmark: _Toc235115403]Appendix 2 – Task 4a
[bookmark: _Toc235115404]Implementation Plan
Name the problem you are solving: Basil’s Bakery is experiencing stagnant sales approximately 25% below 2019 levels due to reduced retail park footfall, hybrid working patterns, fewer regular customers and inefficient ordering processes.
Name the solution you are implementing: Online Pre-order and Click & Collect System
The implementation plan outlines the key stages required to introduce the online ordering system, improve customer convenience, reduce waiting times and increase sales opportunities.
	Task
	What (does this involve)
	When
	Who
	Done

	1
	Identify customer requirements, current ordering problems and essential system features.
	Week 1
	Basil (Owner/Manager)
	Customer needs and system requirements identified.

	2
	Select and develop an online ordering platform, including product listings, payment options and collection times.
	Weeks 2–4
	Basil and Technology Provider
	System developed and ready for testing.

	3
	Train staff on managing online orders, preparing collections and handling customer queries.
	Week 5
	Basil and Bakery Staff
	Staff trained and operationally prepared.

	4
	Launch the click-and-collect service using social media, in-store promotion and customer communication.
	Week 6
	Basil and Marketing Support
	Service launched successfully.

	5
	Review sales data, customer feedback and operational performance to identify improvements.
	Weeks 7–12
	Basil (Owner/Manager)
	Performance evaluated and adjustments made.


Source: Adapted from Institute of Leadership & Management (2013); informed by Kerzner (2025) and Project Management Institute (2021).
[bookmark: _Toc235115405]Appendix 3 – Task 5a
[bookmark: _Toc235115406]KPI and SMART Objectives Table
Key Performance Indicator (KPI):
Monthly sales revenue generated through the online pre-order and Click & Collect system compared with Basil’s 2019 sales performance.
This KPI measures whether the solution is improving sales recovery and supporting business sustainability. Sales revenue is appropriate because Basil’s main challenge is declining sales, with current performance remaining approximately 25% below pre-pandemic levels. Regular monitoring will show whether the new ordering system is increasing customer purchases (Parmenter, 2015).
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch an online pre-order and Click & Collect system to improve customer convenience.
	Customers can successfully place and collect online orders.
	Affordable digital ordering platforms can be implemented without major business changes.
	Addresses reduced footfall and changing customer behaviours.
	Launch within six weeks.

	Increase adoption of online ordering.
	Achieve 50 online orders per week.
	Existing customer requests indicate demand for pre-ordering.
	Helps recover lost sales opportunities.
	Within three months of launch.

	Reduce customer waiting times.
	Reduce average waiting time by 30%.
	Advance preparation allows quicker collection.
	Improves customer satisfaction and service efficiency.
	Within six months.

	Increase monthly sales revenue.
	Achieve a 15% increase in monthly sales.
	Improved accessibility can increase purchasing frequency.
	Supports long-term business sustainability.
	Within 12 months.
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