


Overview of Case-study
Basil's Bakery is an independent bakery located within a shopping retail park in Coventry. Since opening in 2015, the business experienced consistent annual growth until the COVID-19 pandemic in 2020, when lockdown restrictions caused a significant reduction in customer footfall and sales. Although sales improved after restrictions were lifted, they have remained approximately 25% below 2019 levels. The decline has been caused by reduced retail park footfall, shop closures, increased home working, and rising operating costs. Furthermore, Basil has been unable to meet customer demand for delivery services and reliable pre-ordering because he spends most of his time baking. Consequently, the business must adapt to changing customer expectations and trading conditions to remain financially sustainable.



Two Proposed Solutions
Solution one Introduce an Online Ordering and Click-and-Collect System
The first proposed solution is to introduce an online ordering and click-and-collect system. Customers would be able to browse products, place orders online, choose a collection time and pay online. This would reduce queuing during busy periods and improve customer convenience. Customers who currently avoid visiting because of long waiting times could pre-order, while office workers could collect food quickly during lunch breaks. 
Solution two Introduce a Local Delivery Service
The second solution is to introduce a delivery service for customers who no longer visit the retail park. Delivery could be provided through third party platforms such as Uber Eats or Deliveroo, or by employing a part-time delivery driver. This solution would enable Basil to reach customers working from home, former retail workers and local residents who cannot easily travel to the bakery. It would create an additional source of revenue while increasin brand awarenes across the local area. 

   Solutions                        plus                                                                   minus 
	Online Ordering & Ctlick-and-Collect
	Reduces queues improves customer satisfaction low implementation cost improves production planning reduces food waste.
	Requires website development and staff training; customers must adapt to a new ordering process.
	Could later be expanded into a loyalty scheme or mobile application.

	Delivery Service
	Reaches new customers; increases sales opportunitiesprovides convenience reduces dependence on retail park footfall.
	Delivery commissions or staffing costs reduce profits; maintaining product quality during delivery may be challenging; additional logistics required.
	Could eventually expand to corporate catering and subscription bread deliveries.

	
	
	
	



The PMI analysis demonstrates that both solutions offer significant benefits. However, each also introduces financial and operational challenges. Online ordering primarily improves the experience for existing customers, whereas delivery services attract entirely new customer groups. Delivery therefore offers greater long term growth potential but also carries greater financial risk.
Justifications for the Implementation Plan.
The implementation plan follows a logical sequence that less disruption to daily business operations. Researching software providers before making purchasing decisions ensures Basil selects a system that is affordable and suitable for a small independent bakery. Building and testing the system before launch reduces the likelihood of technical problems affecting customers.

Training is scheduled before implementation to ensure Basil can confident process online orders from the first day of operation. Marketing activities begin shortly before launch to create customer awareness and encourage immediate use of the service. Monitoring customer feedback during the first three months enables Basil to identify issues quickly and make improvements where necessary. Assigning responsibility primarily to Basil is appropriate because he owns and manages the business, although specialist software providers contribute their technical expertise during development.



Monitoring and evaualtion 
The selected KPI and SMART objectives will enable Basil to monitor whether the online ordering system is achieving its intended outcomes. Monthly sales reports can identify whether online orders are increasing over time and whether the target of 150 online orders per month is being achieved. Point-of-sale software can measure waiting times before and after implementation, allowing Basil to evaluate improvements in customer service.

Customer satisfaction surveys can assess how users perceive the online ordering process and identify opportunities for improvement. Repeat purchase rates can also be monitored through customer accounts or loyalty programmes to determine whether customers continue using the service.

Regular monthly reviews should compare actual performance against each SMART objective. If targets are not achieved, Basil can investigate possible causes such as insufficient marketing, technical issues or customer awareness. Appropriate corrective actions may include promotional discounts, improvements to the website or additional advertising through social media.

Monitoring these measures continuously will enable Basil to make informed business decisions based on evidence rather than assumptions, supporting long-term growth and improving the bakery's competitives.
Key findings 
· Basil's Bakery continues to experience sales approximately 25% below pre-pandemic levels.
· Reduced retail park footfall, remote working and shop closures have reduced customer numbers.
· Rising operating costs have placed additional pressure on business profitability.
· Customers have expressed demand for online pre-ordering and delivery services.
· Two solutions were proposed: online ordering with click-and-collect, and a delivery service.
· PMI analysis identified online ordering as the most practical and cost-effective solution.
· A structured implementation plan supports successful introduction of the new system.
· Monthly online sales, waiting times and customer satisfaction should be monitored using SMART objectives to evaluate the solution's effectiveness.
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KPI and SMART Objectives , Key Performance Indicator (KPI)
This KPI measures whether the online ordering system is successfully increasing sales.
SMART Objectives
Specific: Increase monthly sales through online ordering by encouraging customers to pre-order bakery products.
Measurable: Achieve at least 150 online orders per month.
Achievable: Customer feedback has already demonstrated demand for pre-ordering, making this target realistic.
Relevant: Increasing online orders directly addresses customer concerns regarding waiting times while improving business efficiency.
Time-bound: Achieve the target within six months of launching the online ordering system.
Additional supporting objectives include:

Reduce average customer waiting time by 40% within six months.
Increase total monthly sales revenue by 15% within twelve months.
Achieve at least 90% customer satisfaction in online ordering surveys.
Increase repeat customer purchases by 20% within one year.
These objectives provide clear targets against which business performance can be measured.
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