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1. Overview of the Case Study and Nature of the Problem
Basil’s Bakery has operated in a Coventry retail park since 2015. Although sales grew before 2020, they are still around 25% below the 2019 level. Fewer customers now visit the area, and national data also shows continued pressure on retail footfall (British Retail Consortium, 2026). Hybrid working has changed customer behaviour, with around 28% of working adults following a hybrid pattern in early 2025 (Office for National Statistics, 2025). At the same time, higher operating costs are putting additional pressure on small retail businesses (Tokio Marine HCC, 2026). Basil therefore needs a more convenient way to reach customers.














2. Proposed Solutions
Two realistic solutions could help Basil improve customer access and support sales.
Solution 1: Online Pre-Order and Click-and-Collect
The first option is an online pre-order and click-and-collect system. Customers could view products, place an order, pay online and choose a collection time. This could reduce telephone orders and waiting times during busy periods. It would also give Basil more information about demand before production starts, which may help with planning and reduce waste. Adair (2022) explains that effective decision making should focus on practical solutions to clearly identified problems. Research on online food purchasing also shows that convenience is an important factor for customers (Wang, Perez-Cueto and Scrimgeour, 2025).
Solution 2: Local Delivery Service
The second option is a local delivery service for nearby homes, offices and businesses. Basil could offer bread boxes, lunch orders or larger orders for local companies. This could help him reach customers who no longer visit the retail park regularly. Proctor (2019) highlights the importance of considering different solutions when responding to business problems.
However, delivery would require more staff time, transport and administration, so it may be more expensive and difficult to manage than click-and-collect.
3. Evaluation and Preferred Solution
3a. PMI Evaluation
The PMI technique helps compare the Plus, Minus and Interesting points of each option before making a final decision (Proctor, 2019).
Solution 1: Click-and-Collect
Plus: Click-and-collect would be relatively low-cost and easy to introduce. Basil would not need a driver or delivery vehicle. Customers could order and pay in advance, which may reduce queues and make collection quicker. Advance orders could also help Basil plan production and reduce food waste.
Minus: Customers would still need to travel to the retail park, so some lost customers may not return. Basil would also have to pay platform and transaction fees, and some digital training may be required.
Interesting: The system could provide useful information about popular products, customer spending and customer locations. This data could support future business decisions.
Solution 2: Local Delivery
Plus: Delivery could reach customers who no longer visit the bakery regularly and may also create larger orders from nearby offices and businesses.
Minus: Delivery would involve higher costs for transport, fuel, insurance and possibly additional staff. Delays or damaged products could also affect customer satisfaction. These costs may create extra pressure for a small business (Tokio Marine HCC, 2026).
Interesting: Basil could test delivery with a small number of business customers before offering it more widely.
3b. Results and Preferred Solution
The PMI analysis shows that both options could help the bakery, but click-and-collect involves less financial and operational risk. Delivery could reach more customers, but the additional transport and staffing costs may be difficult to manage.
Click-and-collect is therefore the preferred first solution. It responds directly to customer demand for easier pre-ordering and can be introduced without major changes to the business. Adair (2022) explains that good decision making involves comparing realistic options before selecting the most suitable one.
The system would also provide customer and order data. Basil could use this information later to decide whether a delivery service would be worth introducing. This makes click-and-collect a practical first step while keeping delivery as a possible future development.
4. Implementation Plan
4a. Implementation Plan
The click-and-collect system could be introduced over a twelve-week period. This gives Basil enough time to prepare the service, test it with customers and review the results before making further changes.
	Phase
	Weeks
	Activity
	Responsibility

	1. Preparation
	1–2
	Choose suitable products, decide collection capacity, take product photographs and compare three online platforms
	Basil

	2. System Set-up
	3–4
	Create the online menu, add prices and descriptions, connect online payments and update the bakery’s Google Business Profile
	Basil and platform provider

	3. Testing
	5
	Test ordering, payments, packaging and collection times with 15–20 regular customers
	Basil and assistant

	4. Full Launch
	6
	Promote the service using social media, QR codes, in-store signs and flyers for nearby offices and businesses
	Basil

	5. Routine Operation
	7–10
	Set a daily order deadline, organise production around confirmed orders and review performance each week
	Basil

	6. Review
	11–12
	Compare results with the KPI and SMART objectives, collect feedback and decide whether delivery should be tested later
	Basil and adviser


The estimated set-up cost is around £600–£1,200, plus platform and transaction fees. Starting with a simple system should help Basil control costs and reduce risk.
4b. Reasons for the Activities, Timing, Order and Responsibilities
The activities are arranged in this order so the system can be introduced gradually. Basil should first decide which products are suitable for online ordering and compare different platforms before spending money. A smaller product range should also make the new process easier to manage.
Testing comes before the full launch because problems with payments, packaging or collection times could affect customer confidence. Using regular customers first gives Basil a chance to identify and correct problems before the service is promoted more widely. Proctor (2019) supports testing and developing ideas before making a larger commitment.
Basil should remain responsible for the main business decisions because he understands the bakery and its customers. The platform provider can support technical tasks, while the assistant can help during testing. After twelve weeks, Basil should review sales and customer feedback before deciding whether the service should be expanded.
5. Performance Measurement
5a. Key Performance Indicator and SMART Objectives
The main KPI should be the percentage increase in total weekly sales revenue compared with average weekly sales before click-and-collect was introduced.
This KPI is important because the main aim of the new system is to increase sales, not simply move existing customers from counter purchases to online orders. Williams (2002) explains that good business decisions depend on clear and relevant information. Comparing sales before and after the launch would therefore show whether the new system is improving performance.
The following SMART objectives should support the KPI:
1. Increase total weekly sales revenue by 10% within 12 weeks.
2. Generate at least 20% of weekly sales revenue through pre-orders within 12 weeks.
3. Reach 40 online orders per week by week 12 and 70 per week by week 26.
4. Reduce average collection waiting time to below three minutes by week 8.
5. Reduce unsold stock waste by 15% within 16 weeks.
6. Register at least 150 customer accounts within six months.
SMART objectives should be specific, measurable, achievable, relevant and time-bound (Haughey, 2021). These targets allow Basil to measure sales, customer use, service speed and waste reduction.
5b. Using the Metrics to Monitor and Evaluate Effectiveness
Basil should review performance regularly after launch. Each week, he should record total sales revenue, pre-order revenue, online order numbers, waiting times and unsold stock. This would show whether performance is improving over time.
The main KPI should be compared with average weekly sales before click-and-collect started. Basil should also monitor the percentage of revenue coming from pre-orders. More online orders do not automatically mean higher total sales, because some existing customers may simply move from counter purchases to online ordering.
Chevallier (2016) explains that business decisions should be based on careful analysis of available information. Basil should therefore compare monthly results with the SMART objectives. If both total sales and online orders increase, the system is likely to be creating additional revenue. If online orders rise but total sales remain unchanged, stronger promotion may be needed to attract new customers.
After twelve weeks, Basil should complete a full review. If the results are positive, he could expand click-and-collect and consider a small delivery trial.
6. Key Findings
· Basil’s Bakery is still performing below its pre-2020 level, with sales around 25% lower than in 2019.
· Lower retail park footfall and hybrid working have reduced the number of customers visiting the area (British Retail Consortium, 2026; Office for National Statistics, 2025).
· Customers still value Basil’s products, but they need more convenient ways to order.
· Telephone ordering is not reliable because Basil is often busy baking and cannot always answer calls.
· Higher operating costs are putting additional pressure on the business (Tokio Marine HCC, 2026).
· Both click-and-collect and delivery could help, but click-and-collect is the preferred first solution because it is cheaper and easier to manage.
· The online system could also provide useful customer and order data, which may support a future decision about delivery.







7. Conclusion
Basil’s Bakery needs a practical solution that can improve sales without creating too much financial risk. The analysis shows that click-and-collect is the most suitable first option because it responds to customer needs and can be introduced gradually. The twelve-week action plan, KPI and SMART objectives would allow Basil to measure whether the system is improving sales and service. If the results are positive, the bakery could expand online ordering and consider testing a small local delivery service in the future.
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