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1. Overview of Case Study
Basil Bakery is a small independent bakery located in a retail shopping park in Coventry, UK. Established in 2015 by Artisan Basil, the bakery specializes in quality organic ingredients for cakes, pastries, and bread. The business experienced steady growth until the 2020 lockdown, which significantly reduced customer footfall and sales. Although partial recovery followed the easing of restrictions, sales have remained approximately 25% below 2019 levels between 2023 and 2025. 
The main challenges include declining customer demand due to reduced footfall and remote working, alongside store closures, rising operational costs, and a growing consumer shift towards online shopping.

Proposed Solutions
Solution A: Online ordering and delivery platform 
Basil should implement an online ordering and delivery platform, to allow customers to purchase bakery products for home delivery. This can be achieved through third-party providers such as Uber Eats, Deliveroo, or Just Eat, reducing setup costs and logistical challenges. The solution would expand Basil’s customer base, reaching remote workers and those who are unable to visit in person (Slack and Brandon-Jones, 2024). Online ordering would create an additional revenue stream and enhance competitiveness in the digital market, and improve convenience by offering customers a flexible, and efficient way to enjoy Basil's products from home.
Solution B: digital pre-order and click & collect system 
Basil bakery should introduce a digital pre-order and click system to enhance convenience for local customers. This solution allows customers to place orders online and collect them at a preferred time, reducing waiting times and improving service efficiency. The system would also support accurate demand forecasting, minimize food waste, and improve stock control and overall store management. By offering flexible collection options, Basil can increase customer satisfaction and strengthen loyalty among existing customers while attracting new ones seeking convenience and reliability (Deans, 2023).

Evaluation of proposed solutions
The two proposed solutions are evaluated against factors most relevant to Basil’s Bakery.
Scoring: 
0 = 5
0 = Poor
2 = Fair
3 = Good
4 = Very Good
5 = Excellent
 A criteria evaluation grid was employed to identify the most suitable recovery strategy. This method allows operators to systematically assess and assign weightings to different alternatives based on local constraints, helping to maximize efficiency while safeguarding limited resources (Slack and Brandon-Jones, 2024). Each criterion was allocated a weighting factor according to its importance to Basil’s Bakery. For example, Solution 2 achieved a total weighted score of 119, while Solution 2 scored 93. Although solution 2 performed better in implementation cost and operational efficiency. Solution 1 significantly achieved higher scores in customer acquisition, revenue generation, and long-term growth potential (Statista, 2025). (See Appendix 1.)
The results indicate that online ordering services represent the most effective solution. Although this option requires greater investment and is more complex to implement, it addresses the underlying causes of declining sales, namely reduced footfall in the retail park, and shifts in customer behavior. The delivery service would enable Basil to reach customers who work from home or rarely visit the park.
In contrast, the click-and-collect system primarily enhances efficiency for existing customers but is unlikely to expand the customer base significantly. Therefore, the grid analysis offered a better solution to online ordering and delivery services for strong long-term growth potential market reach.
Risk analysis
There are many risks that are connected to the introduction of an online ordering and delivery system. The introduction of online ordering and delivery services presents several risks, including technology failure, low customer uptake, delivery quality issues, increased operating costs, and workload pressures. Among these, low customer patronage is the most significant risk, as the success of the system depends on customer engagement. Without customer patronage, the investment may fail to achieve expected returns.
Furthermore, delivery-related problems such as late arrival or damaged goods can negatively affect customer satisfaction and the company’s reputation. Therefore, effective risk management and quality assurance are essential to ensure the sustainability and profitability of the online ordering solution. (See Appendix 2)
Despite these risks, the solution remains highly feasible. Many businesses already use third-party delivery platforms, reducing initial investment costs, and removing the need to hire drivers. Basil can begin with a limited trial period to assess customer demand before committing further resources.
The bakery has a strong reputation for quality products and a loyal customer base. Existing customers have also requested a delivery service, indicating clear market demand. By introducing the delivery operation gradually and closely monitoring its performance, Basil can minimize risks, respond to customer feedback, and maximize opportunities for sustainable business growth and increased sales (Slack and Brandon-jones, 2024).
Implementation Plan
The main objective is to address the issue of stagnating sales and to develop an implementation plan for the selected solution: online ordering and pre-order service. The implementation process should be completed within a four-month period.
This staged approach reduces implementation risk and provides sufficient opportunity to identify and correct operational issues before full development. (See Appendix 3)
The implementation plan is designed over a four-month period to minimize uncertainty and ensure efficient resources allocation. The first month focuses on assessing customer demand and defining operational needs before investing in technology. The second stage involves system development following strategic decisions.
A pilot launch in the third month introduces the system in a controlled environment, allowing technical and human issues to be resolved before full deployment. However, in the final month, Basil will secure credible suppliers, website developers, and delivery providers to support technical implementation, while newly trained staff will maintain service consistency and customer satisfaction.

Key Performance Indicator
 The primary Key Performance Indicator (KPI) for this project is monthly is monthly online sales revenue, as it directly measures the financial performance and effectives of the online ordering and delivery service.
The following SMART Objectives have been established:
1. Launch online ordering service within four months
2. Generate at least 10% of total monthly sales through online orders within six months.
3. Increase total monthly sales revenue by 15% within twelve months.
4. Achieve a customer satisfaction rating of at least 90% within six months.
5. Obtain 150 online customers within the first year.
According to Marr (2012), KPIs play a crucial role in translating strategic objectives into measurable performance outcomes. These objectives developed for Basil’s Bakery are specific, measurable, achievable, relevant, and time bound. (See Appendix 4)
Monitoring and Evaluation
The KPI and SMART objectives provide a structured framework for assessing the success of the online ordering and delivery initiative. Monthly online revenue reports will be used to evaluate the customer engagement levels and determine whether financial targets are being met. In addition, Customer satisfaction surveys and online reviews will offer valuable insight into service quality and overall experience.
 Where objectives are not met, corrective action may include increased marketing activity, promotional offers, improvements to delivery processes, or adjustments to pricing strategies (Deliveroo, 2024). Ongoing monitoring will support evidence-based decision making and ensure that the business remains aligned with is long term growth objectives (Uber Eats, 2024)

 Key Findings
* Basil’s Bakery continues to experience sales levels approximately 25% below pre-pandemic performance.
* Reduced retail park footfall and increased home working have significantly reduced customer numbers.
* Rising operational costs have further affected profitability.
* Two potential solutions were identified online delivery and click-and- collect.
* Grid analysis shows that online delivery offers greater long-term benefits.
* Risk analysis identified customer uptake and delivery quality as key concerns.
* A phased implementation approach would reduce operational risks.
* Monthly online sales revenue is the most appropriate KPI for measuring success.
* SMART objectives will provide clear performance targets.
* The recommended solution offers the best opportunity for sustainable business growth.
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Appendix: 1- Grid Analysis
Table 1: 3a
	 Criteria 
	Weight 
	Solution1: 
Online ordering and delivery 
	Weighted Score 
	Solution 2: Pre-Order and Click & Collect  
	Weighted Score 

	Increased Customer Base 
	5 
	5 
	25 
	2 
	10 

	Increased Sales Revenue 
	5 
	5 
	25 
	3 
	15 

	Customer Convenience 
	4 
	5 
	20 
	4 
	16 

	Implementation Cost 
	3 
	2 
	6 
	4 
	12 

	Ease of implementation 
	3 
	3 
	9 
	5 
	15 

	Long-term growth potential 
	5 
	5 
	25 
	2 
	10 

	Operational Efficiency 
	3 
	3 
	9 
	5 
	15 

	Total 
	 
	 
	119 
	 
	93



Appendix 2-
 Risk Analysis (Aligned with ISO 31000: ISO, 2018)
	What could cause a Risk
	What is the likelihood of risk occurring? (1-5)
	What is the impact of this risk?   (1-5)
	Risk Factor=likelihood x impact 
	What can you do to reduce this risk from happening?
	If it happens- what can you do to minimize the impact?

	Technology failure
	3
	5
	15 (Medium)
	
	

	Low customer uptake
	3
	4
	12 (Medium)
	Offer 10% discount incentive on first orders.
	Dedicate a fast-track priority collection lanes to tempt walk-in customers.

	Delivery quality issues.
	4
	3
	12 (Medium)
	A strict protective takeaway packaging tailored for transport.
	Offer immediate digital credits, automated refunds, or replacement of items.

	Increased operating costs.
	4
	4
	16 (High)
	Negotiate with local merchant transaction rates by bundling online and on-site hardware.
	Introduce a small premium surcharge into online menu pricing to absorb app overheads.

	Staff workload pressures
	5
	4
	20 (High)
	Automated morning order deadlines for complex items.
	Send online orders directly to the kitchen printer during a busy period.



Appendix 3
Implementation Plan
	
	TASK
	WHAT
	WHEN
	WHO
	

	1
	Planning
	Conduct customer surveys. Select the delivery partner. Determine delivery radius and pricing. The budget.
	First month, January.
	Basil 
	

	2
	System Development
	Build simple online ordering. Create an online product catalogue. Test online payment systems. Develop delivery procedures.
	Second month, February.
	Developers.
	

	3
	Pilot launch
	Limited service within the local area is important. Service promotion on social media.  Staff training. Customer feedback
	Third month, March.
	Basil and Staff.
	

	4
	Full Implementation
	Expand delivery coverage. Implement customer loyalty service monitor performance data. Refine service processes.
	Fourth month, April.
	Basil and Delivery Partners.
	
















Appendix 4
 KPI and SMART Objectives (Adapted from Marr, 2012)
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch online ordering service within four months.
	Generate at least 10% of total monthly sales through online orders within six months.
	Increase total monthly sales revenue by 15% within twelve months.
	Achieve a customer satisfaction rating of at least 90% within six months.
	Obtain 150 online customers within the first year.



























