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Task 1: Overview of Case-study
· Basil’s Bakery, a small independent bakery in a Coventry retail park, specialises in high-quality organic cakes, pastries and breads.  However, it faces declining and stagnant sales, remaining around 25% below 2019 levels between 2023 and 2025. This threatens its long-term viability.  Reduced footfall in the retail park, shop closures, redundancies and increased home working have all contributed to weaker demand.  Furthermore, Basil lacks a reliable delivery service and struggles to manage telephone pre-orders while baking.  Higher utility bills, rent, business rates, insurance and unpredictable organic ingredient costs are also increasing financial pressure.  To address these issues, Basil needs a practical response focused on improving accessibility and boosting sales.
· 
· 
· 

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Online Pre-Order and Click-and-Collect System – Solution A Proposal
· Basil could introduce an online pre-order and click-and-collect system. This would allow customers to select products, choose a collection time and pay before arriving.  This would replace the unreliable telephone pre-order process that’s difficult for Basil to manage while baking.  Digital ordering would improve customer convenience and reduce waiting times during busy periods while also giving Basil advance information about demand and production needs.  E-commerce channels can increase accessibility and strengthen customer relationships (Chaffey and Ellis-Chadwick, 2019).  For Basil’s Bakery, this solution is manageable because customers still collect their orders. This way Basil can stay onsite and focus on production while creating a more efficient purchasing route.
· 
· 
· 

Local Delivery Service – Solution B Proposal
· Basil could launch a local delivery service initially using a third-party platform or contracted courier instead of handling deliveries himself. This would reconnect with loyal customers who’ve stopped visiting the retail park due to home working redundancy or reduced footfall.  Delivery would expand the bakery’s reach and make its products more convenient.  Kotler and Armstrong (2021) stress that convenient distribution channels enhance product accessibility. However, delivery fees platform commissions packaging requirements and service quality risks could squeeze profit margins.  While delivery offers growth potential, it’s more complex than click-and-collect.
· 
· 
· 

Task 3b) Evaluation Results and Justifications
· The PMI evaluation in Appendix 1 suggests Solution A, the online pre-order and click-and-collect system, is the best option.  This aligns with PMI’s structured decision-making approach, which considers positive, negative and interesting consequences before choosing an option (de Bono, 1992).  The criteria considered were customer convenience, cost, operational practicality and sales potential, all of which directly address Basil’s declining sales and limited capacity.  Convenience and practicality were given greater weight because Basil needs to stay onsite to bake and currently struggles with answering telephone orders.  Solution A scores 14 overall compared to Solution B’s 8. While delivery could reach customers who no longer visit the retail park, commissions and additional operational requirements increase financial risk.  Click-and-collect directly meets existing pre-order demand reduces queues and provides Basil with advance order information.  This makes it a lower-risk and more manageable first step towards improving sales.
· 
· 
· 
· 
· 

Task 4b) Justifications for the Implementation Plan
· The implementation plan in Appendix 2 follows a logical sequence to ensure the system is properly prepared and tested before launch.  First, Basil should choose a suitable online ordering platform and establish costs and requirements. Next, products prices collection slots and payment arrangements should be configured.  Then the system should be tested with staff and a small number of customers to identify any technical or operational issues. Finally, the service should be launched and promoted.  Implementation planning is crucial as it sequences activities assigns responsibility and monitors progress, reducing uncertainty during organisational change (Kerzner, 2022).  While Basil remains accountable as the owner, a web-platform provider can support technical setup and staff can assist with testing and order preparation.  A four-week schedule is realistic for a small business and avoids unnecessary disruption.  Testing before launch is particularly important as poor ordering or collection experiences could damage customer confidence.
· 
· 
· 


Task 5b) Justifications for the KPI and SMART Objectives
· The proposed key performance indicator (KPI) is the percentage increase in monthly sales generated by the new online pre-order and click-and-collect system.  KPIs are valuable because they translate strategic priorities into measurable performance data (Parmenter, 2020).  The SMART objective is to boost Basil’s Bakery’s total monthly sales by 10% within six months of the system’s launch.  It’s specific, focusing directly on sales growth through the new ordering service.  It’s measurable, allowing Basil to compare monthly sales and online order data against pre-launch figures.  It’s attainable, given existing customer demand for pre-ordering and a realistic 10% target without requiring immediate sales returns to 2019 levels.  It’s relevant, addressing the core issue of sales remaining about 25% below 2019 levels.  Finally, it’s time-bound, with performance assessed after six months.  SMART objectives should offer clear measurable and time-related targets for effective progress evaluation (Doran, 1981).  Basil should review the KPI monthly to identify problems early and adjust promotional activities as needed.
· 
· 
· 

Task 7) Key Findings
· • Basil’s Bakery’s sales have stagnated at about 25% below 2019 levels, posing a threat to its long-term survival.  This decline is attributed to reduced footfall in retail parks, bakery closures, redundancies and the rise of home working, all of which have weakened its traditional customer base.  However, customers have shown a strong preference for both pre-ordering and delivery, highlighting the importance of convenience and accessibility.  Online pre-order and click-and-collect is particularly popular as it reduces waiting times and improves accessibility without requiring Basil to leave the bakery.  A realistic SMART target for measuring the new system’s impact is a 10% increase in monthly sales within six months.
· 
· 
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Appendix 1 – Task 3a

PMI Evaluation Table

	Online Pre-Order and Click-and-Collect System (Solution A)

	Plus
	Minus
	Interesting

	Customer convenience +5
	Setup cost -2
	Can collect customer order data +2

	Reduces queues +4
	Requires digital setup/training -1
	Could later integrate loyalty offers +2

	Basil can remain onsite +4
	Some customers may prefer phone orders -1
	Advance orders improve production planning +2

	Strong existing pre-order demand +4
	Reliant on internet/platform -1
	Potential to expand into delivery later +2

	TOTAL: +17
	TOTAL: -5
	TOTAL: +6



Therefore: Overall Total for Online Pre-Order and Click-and-Collect System (Solution A) = +18


	Local Delivery Service (Solution B)

	Plus
	Minus
	Interesting

	Reaches home-working customers +5
	Delivery/platform costs -4
	Could reach customers outside retail park +3

	Greater customer convenience +4
	Packaging requirements -2
	May create new customer segments +2

	Potential sales growth +4
	Commission reduces margins -3
	Could test limited delivery zones +2

	Responds to customer requests +4
	More operational complexity -3
	Potential partnership with courier +2

	TOTAL: +17
	TOTAL: -12
	TOTAL: +9



Therefore: Overall Total for Local Delivery Service (Solution B) = +14

· PMI source: de Bono, E. (1992) Serious Creativity: Using the Power of Lateral Thinking to Create New Ideas. London: HarperCollins.

· 

· 

· 



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Sales are approximately 25% below 2019 levels and the existing telephone pre-order process is unreliable.
Name the solution you are implementing: Online Pre-Order and Click-and-Collect System.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research and select an affordable online ordering platform
	Week 1
	Basil
	
	



	2
	Upload products, prices, payment options and collection time slots
	Week 2
	Basil + platform provider
	
	



	3
	Test ordering, payment and collection process; correct problems
	Week 3
	Basil + staff/test customers
	
	



	4
	Launch and promote click-and-collect; begin monitoring sales KPI
	Week 4
	Basil
	
	






· Implementation plan source: Kerzner, H. (2022) Project Management: A Systems Approach to Planning, Scheduling, and Controlling. 13th edn. Hoboken, NJ: Wiley.

· 

· 
· 

Appendix 3 – Task 5a

The Key Performance Indicator is: Percentage increase in monthly sales after introducing online pre-order and click-and-collect.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Specific: Increase total monthly sales through the new online pre-order and click-and-collect service.
	Measurable: Achieve a 10% increase compared with the monthly sales baseline recorded before launch.
	Attainable: Existing customer requests for pre-ordering indicate demand; the target is challenging but realistic.
	Relevant: Directly addresses the root problem of sales remaining approximately 25% below 2019 levels.
	Time-Bound: Achieve the 10% increase within six months of launch, with monthly KPI reviews.



· SMART/KPI sources: Doran, G.T. (1981) Management Review, 70(11), pp. 35–36; Parmenter, D. (2020) Key Performance Indicators. 4th edn. Hoboken, NJ: Wiley.
· 
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