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Task 1: Overview of Case-study
Basil's Bakery is an independent artisan bakery in Coventry that has experienced declining sales despite previously achieving consistent growth. The reduction in revenue has caused this problem, with sales remaining around 25% below 2019 levels. This is a consequence of the pandemic, which reduced customer footfall. There were many shop closures at the retail park, people were made redundant, and more employees started working from home. Contributing factors such as rising operating costs, the absence of a delivery or pre-order service, and increasing organic ingredient prices have reduced customer demand. These factors have created greater financial pressure and threaten the long-term viability of the business.
Task 2: Two Proposed Solutions 
Online ordering and local delivery
This solution suggests implementing an online ordering and local delivery service. Customers would have an option to choose between home delivery or collection of their order. This would be able to be placed through an online website. People who work from home or visit the retail park less often would be able to continue to purchase products from Basil's Bakery with ease. Offering online ordering and delivery can help bakeries reach customers beyond their physical location and provide greater convenience for customers (Braunsdorf, 2014). This would reach a larger customer base, which would mean Basil's sales could increase; it would also be a chance to introduce another way of generating income for the business, which would improve the long-term sustainability.
 
Digital pre-order and click and collect system
 This solution suggests implementing a pre-order, click-and-collect system at             Basil's Bakery. Products from the bakery could be pre-ordered with the choice of a convenient collection time that suits the customer best. During busy periods, this would reduce customers' waiting times and prevent them from leaving the bakery due to long queues. Basil's focus would be on baking rather than trying to get to the phone. Click-and-collect can improve convenience by allowing customers to order in advance and collect their purchases without waiting in the usual queue (Daniel, 2026). Customers would be encouraged to continue purchasing products from. Basil's Bakery even though the retail park may be quieter than before. This would help Basil to predict demand for products aswell as reduce food waste.
Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation, Solution B: Digital Pre-Order and Click-and-Collect is the most appropriate solution for Basil’s Bakery. Solution B achieved a Plus score of +24, a Minus score of -8 and an Interesting score of +14, giving an overall score of +30. In comparison, Solution A achieved +15 Plus, -10 Minus and +9 Interesting, giving an overall score of +14. Therefore, Solution B has a significantly stronger overall result. The criteria used were the benefits, disadvantages and future implications of each solution. These criteria are appropriate because Basil needs a solution that improves sales while remaining affordable and realistic for a small independent business. A 1–5 weighting was used to show the importance of each point, with 5 representing a significant benefit or opportunity and 1 representing a minor impact. The higher scores given to Solution B reflect its ability to reduce waiting times, prevent lost sales and improve customer satisfaction. Overall, Solution B is the preferred option because it provides the greatest benefits with fewer disadvantages and is more practical and affordable for Basil to implement.



Task 4b) Justifications for the Implementation Plan
Solution B: Digital pre-order and click and collect is the implementation plan that is prioritised over solution A. This is because solution A had the weakest PMI score. Solution B scored +24 for Plus, -8 for Minus and +14 for Interesting Implications, giving an overall score of +30. As a result, in comparison to the score for solution A, solution B should be implemented first as it is the lower risk option. Firstly a suitable digital ordering system should be set up and training be given to staff. Basil can then effectively manage orders. By using this strategy, waiting times will be reduced and lost sales during busy periods will be prevented. Basil can start planning solution A when solution B is operating successfully. A delivery service would involve extra costs so this should be implemented later. The extra costs would occur for things such as hiring staff and/or a courier, which as a result comes with greater risks. Overseeing the implementation is Basil's responsibility, whilst training, orders and collections should be assisted by staff. Before investing in a more expensive delivery service, this order will allow Basil to improve efficiency.



Task 5b) Justifications for the KPI and SMART Objectives

The proposed Key Performance Indicator (KPI) is to increase the percentage of customer orders placed through the digital pre-order and click-and-collect system to 20% of total daily orders within six months. This KPI is appropriate because it provides a clear and measurable way of assessing whether customers are using the new service. It directly links to the objective of improving convenience and reducing the impact of declining footfall. By monitoring the number of online orders, Basil can evaluate the success of the solution and identify whether further improvements are needed. KPIs are used by businesses to measure progress towards specific objectives and monitor performance (ServiceNow, n.d.).

The SMART objective is also suitable because it is Specific, as it focuses on introducing a digital pre-order and click-and-collect system. It is Measurable because the percentage of online orders can be tracked and compared against the 20% target. It is Attainable because Basil already has a loyal customer base and customers have previously requested a pre-order service. It is Relevant because it addresses the issues of long waiting times, lost sales and changing customer behaviour identified in the case study. Finally, it is Time-Bound because the target must be achieved within six months, allowing Basil to monitor progress and evaluate the effectiveness of the solution.
 
Task 7) Key Findings
· Basil’s Bakery has experienced a 25% decline in sales compared to 2019 levels, mainly due to reduced footfall in the retail park and changing customer behaviour. 
· An increasing number of customers now work from home, resulting in fewer visits to the bakery and lower daily sales. 
· The PMI analysis identified Digital Pre-Order and Click-and-Collect as the preferred solution, achieving a higher overall score (+30) than Online Ordering and Delivery (+14). 
· Introducing a digital ordering system could reduce waiting times, prevent lost sales and improve customer satisfaction, helping the bakery operate more efficiently. 
· The proposed KPI and SMART objective will enable Basil to monitor the success of the solution by measuring customer adoption of the service and its impact on sales performance.
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Appendice

 PMI Evaluation Table


Appendix 1 – task 3a



	Solution A: Online ordering and delivery

	Plus
	Minus
	Interesting

	Reaches customers who work from home. (+5)
	Requires investment in a website or app. (-3)
	Could introduce subscription bread or pastry boxes. (+4)

	Creates a new revenue stream (+5)
	Delivery may need extra staff or a courier (-4)
	May provide useful customer data and buying patterns. (+4)

	Reduces dependence on retail park footfall (+5)
	Risk of delivery delays affecting quality. (-3)
	Could support future expansion beyond the retail park.(+5)

	 
	
	Would need to hire staff which will incur a cost to the business (-4)

	 
TOTAL: +15
	 
TOTAL: -10
	 
TOTAL: +9


 Therefore: Overall Total for  Solution A: Online ordering and delivery= +30












	                 Solution B: Digital pre-order Click and collect

	Plus
	Minus
	Interesting

	Reduces waiting times. (+5)
	Still depends on customers travelling to the b 
Therefore: Overall Total for Name (for Solution B) = +14 
akery. (-3)
	Could integrate with a future delivery service (+5)

	Prevents lost sales during busy periods (+5)
 
	Requires customers to use digital ordering (-2)
	May encourage larger planned purchases. (+4)

	Frees Basil from answering the phone (+4)
 
	May need staff training and system setup. (-3)
	Could reduce food waste through better forecasting (+5)

	
	 
	 

	 
TOTAL: +24
	 
TOTAL: -8
	 
TOTAL: +14


Therefore: Overall Total for Name (for Solution B) = +14




Appendix 2 – Task 4a
Implementation Plan
 
Name the problem you are solving: Reduced footfall caused by declining sales, long customer waiting times, and lost sales during busy periods.
Name the solution you are implementing: Digital pre-order click and collect system.
	 
	Task
	WHAT
 
	WHEN
 
	WHO
 
	Done

	1
	research
 
 
	Research a range of digital ordering systems and compare their costs, features, ease of use and suitability for a small independent bakery. Select the most appropriate option.
 
 
	Week 1
 
 
	Basil
 
 
	 
 
 

	2
	development
 
 
	Configure the chosen system, upload products, prices and collection times, and test the ordering process to ensure it operates efficiently and accurately
 
 
	Weeks 2/3
 
 
	Basil and website provider
 
 
	 
 
 

	3
	Training
 
 
		


Provide staff with training on processing online orders, managing collections, updating stock availability, and supporting customers who use the system.
 
 
	Week 4
 
 
	Basil and staff
 
 
	 
 
 

	4
	Launch and monitoring
 
 
	Provide staff with training on processing online orders, managing collections, updating stock availability and supporting customers who use the system.
 
 
	Week 5 to 8
 
 
	Basil and staff
 
 
	 
 






Appendix 3 – Task 5a
 
The Key Performance Indicator is: Increase the percentage of customer orders placed through the digital pre-order and click and collect system to 20% of total daily orders within six months 
 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Basil’s Bakery will introduce a digital pre-order and click-and-collect system that allows customers to order cakes, pastries, breads and lunches online before collecting them from the bakery.
 
 
 
 
 
 
	Success will be measured by tracking the percentage of orders placed through the online system. The target is for 20% of total daily orders to be made using the new service
 
 
 
 
 
	This objective is achievable because Basil already has a loyal customer base and many customers have previously requested a pre-order service. Staff can be trained to manage the system alongside their existing duties
 
 
 
 
 
	This objective is relevant because the case study identified long waiting times, lost sales during busy periods and changing customer behaviour as key issues affecting sales. The system will improve convenience and customer satisfaction
 
 
 
 
 
	The digital ordering system will be launched within three months and the target of 20% online orders will be achieved within six months. Progress will be monitored regularly throughout this period.
 
 
 
 




