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Task 1: Task Overview 

Task: Use case study information to complete Tasks 2-5b

Basil’s Bakery has seen sales slump by 25% since 2020. Their main problem is decreased customer footfall and increased expenses, which puts Basil’s Bakery’s long-term future at risk if it continues. There are numerous problems within the case, including a lack of retail workers, an increase in remote working, inefficient manual processes, and no delivery or pre-order system. Expenses are also on the rise, with organic ingredients costing more money and overheads such as energy bills and rent going up. These have contributed to the problem by placing financial and operational stress on Basil. (British Baker, 2025).

Task 2: Two Solutions 

Solution A: Digital Pre‑Order and Click‑and‑Collect System
Customers would be able to order ahead and pick up their food at their designated time. Would decrease wait time for customers, as they can come during less busy hours. Allows remote workers who are unable to come to the retail park to still buy from Basil’s Bakery. Decreases the number of phone orders Basil has to take during production. Gives Basil the ability to plan for demand of each day. Completely solves the root problem by allowing customers convenience, improving operational flow, and allowing Basil to adapt to new customer behaviours. This solution directly addresses the root problem by increasing convenience for customers, improving operational flow, and helping the bakery adapt to changing customer behaviour.

Solution B: Third‑Party Delivery Partnership
Would allow Basil’s Bakery to reach new customers who no longer come to the retail park. Basil wouldn’t have to make deliveries himself and could focus on producing more goods while the delivery service attracts new customers. Many foods increase brand awareness, which could allow Basil to reach new customer segments. Though there would be commission fees and risk of quality control issues upon delivery, Solution B still works to solve the root problem. Solution B gives customers convenience by allowing Basil’s Bakery food to be delivered right to their door. This also acts as another sales channel during low times. 

Task 3b: Evaluation Results and Justifications 

Based on the PMI evaluation, Solution A was identified as the most appropriate option. The criteria used cost, feasibility, impact on operations, and expected sales growth were selected because Basil is currently facing rising expenses and limited staffing. Cost and feasibility were weighted most heavily, as the bakery requires an affordable, easy-to-implement solution. Solution A scored higher across all categories: it is low‑cost, simple to set up, and directly improves workflow by reducing waiting times, phone orders, and production inefficiencies. In contrast, Solution B involves ongoing commission fees, menu adjustments, and reliance on third‑party drivers, which increases risk and complexity. Therefore, Solution A is the most practical, low‑risk, and sustainable option for addressing Basil’s core challenges. (Report Linker, 2025). 

The pre-order system was determined to be the better choice through PMI analysis. Categories used were costs, feasibility, impact on current operations, and expected sales growth. All of these were chosen because Basil is dealing with rising costs and understaffing. I felt that feasibility and cost should be weighted most heavily because we want any changes to be affordable and something we can do. Pre-orders meet all the positives: cheap to operate, easy to set up, reduces wasted time and inefficiencies, solves customer complaints about waiting, and increases workflow. 

Solution A was chosen because it solves the primary issues Basil’s Bakery is facing more directly than Solution B: long lines, manual production, excess phone orders, unpredictable daily demand, and fewer customers. By allowing customers to pre-order, Basil will be able to address all of these problems. Not only that, but Solution A was cheaper and easier to implement. All that is needed is to pick a platform, load the menu, and train staff. A delivery partnership means paying continuous commission, changing the menu to delivery-friendly items, depending on strangers for delivery, and potential quality control issues. With costs on the rise and limited resources, pre-orders are a low-risk, easy-to-manage, long-term solution. 

Task 4b) Justifications for the Implementation Plan 

The order of tasks in the implementation plan was chosen to ensure a logical and efficient rollout of the pre‑order system. Selecting the platform comes first because all subsequent steps depend on this decision. System setup follows, allowing the provider and Basil to configure the menu, interface, and collection times. Staff training is scheduled next so employees can learn how to process digital orders and practise using the system before it goes live. Finally, testing and launch are combined to allow sufficient time to identify and resolve technical issues while minimising disruption to customers. Responsibilities were assigned based on expertise: management selects the platform, the provider handles technical setup, and staff manage training and customer communication. This structure ensures clarity, reduces risk, and supports a smooth transition to the new system. 

Task 5b) Justifications for the KPI and SMART Objectives 

I chose “Weekly number of pre- orders” as the KPI because it directly measures whether the new system is increasing customer engagement and reducing waiting times. It is simple to track and provides clear evidence of changing customer behaviour. Each SMART objective supports this KPI. The “Specific” element focuses solely on pre‑orders rather than general sales, ensuring the KPI remains targeted. “Measurable” is achieved through the digital system, which automatically records weekly order numbers. The objective is “Attainable” because a small bakery can realistically increase pre‑orders through staff promotion and customer awareness. It is “Relevant” because higher pre‑order numbers will improve workflow efficiency, reduce queues, and support sales recovery. Finally, the “Time‑Bound” element sets a clear evaluation period, allowing Basil to review progress within 12 weeks and adjust if necessary. Together, these SMART objectives create a structured and meaningful way to assess the success of the chosen solution.

Task 6) Key Findings 
  Basil’s Bakery is experiencing declining sales due to reduced footfall and rising operational costs.
 Two solutions were proposed: a digital pre‑order system and a third‑party delivery partnership.
 PMI analysis showed that the pre‑order system is the most feasible, affordable, and low‑risk option.
 A structured implementation plan was developed to ensure a smooth rollout of the new system.
 A KPI and SMART objectives were created to measure customer adoption and operational improvements.
Basil’s Bakery has been experiencing a decline in sales. There are many possible causes, but two solutions have been identified that could help reverse the trend. The first solution is to implement a digital pre-order system, and the second is to set up a third-party delivery partnership. PMI was used to determine that our chosen solution would be the most feasible option. A risk analysis was conducted to ensure that the selected solution was low risk. An implementation plan and key performance indicator (KPI) were created. Possible causes for Basil’s declining sales. Two potential solutions to the problem were found. Does not require Basil to make deliveries. Will need to pay commission. Low initial setup cost. Menu would need to be adjusted. Can increase sales. Delivery company handles delivery. Helps with queue management. Drivers expand current customer base. May have quality control issues
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Appendices

PMI Evaluation Table 
Solution A: Digital Pre‑Order System
	Plus
	Minus
	Interesting

	Low cost
	Requires training
	Could expand to full online menu

	
	
	

	Reduces waiting time
	Needs basic tech setup
	Helps forecast demand

	Easy to implement
	Small learning curve
	May reduce waste

	Improves workflow


	
	Could attract remote workers





Solution B: Delivery Partnership
	Plus
	Minus
	Interesting

	Expands customer reach
	Commission fees
	Could increase brand visibility

	No need for Basil to deliver
	Reliance on third‑party
	Potential for new customer segments

	Low setup cost
	Quality control issues
	Seasonal demand variation

	Increases sales
	
	



Appendix 2 – Implementation Plan (Filled)
Problem: Declining sales and customer waiting time. Solution: Digital Pre‑Order & Click‑and‑Collect System
	Step
	WHAT
	HOW
	WHEN
	WHO

	1
	Select ordering platform
	Review different digital ordering platforms by comparing cost, features, ease of use, and customer support. Assess which system best fits the bakery’s size, menu structure, and budget before making a final selection.
	Aug 1 – 6 Aug 2026
	Basil

	2
	System setup
	Install software, upload menu. Work with the provider to set up the system, including installing the ordering interface, entering product descriptions, prices, and collection times. Ensure the menu layout is clear, accurate, and user‑friendly.
	Aug 7 – 13 Aug 2026
	Provider + Basil

	3
	Staff follow-up
	Follow up with staff by demonstrating how to accept, process, and prepare pre‑orders. Conduct several practice orders to ensure everyone understands the workflow and can manage the system confidently during busy periods.
	Aug 14 – 23 Aug 2026
	Basil

	4
	Testing & launch
	Run a short trial period with selected customers or staff to identify any technical issues or workflow challenges. Resolve problems, adjust settings if needed, and launch the system publicly once it operates smoothly.
	Aug 24 – 31 Aug 2026
	Staff






Appendix 3 – KPI & SMART Objectives 

THE KPI is: The weekly number of customers pre‑orders made through the digital ordering system.

KPI: Weekly number of pre‑orders
	Specific
	Measurable
	Attainable
	Relevant
	Time‑Bound

	Increase weekly pre‑orders
	Count orders through the system
	Realistic for a small bakery
	Supports sales recovery
	Achieve target by Aug 31 2026

	Encourage customers to use the pre‑order option regularly
	Track returning pre‑order customers
	Achievable through promotion and staff reminders
	Helps build consistent demand patterns
	Review progresses every 4 weeks

	Improve workflow efficiency through pre‑orders
	Monitor preparation time improvements
	Staff can adapt easily with training
	Reduces bottlenecks during peak hours
	Evaluate efficiency changes by September 2026
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