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1. [bookmark: _Toc235302470][bookmark: _Toc235311787][bookmark: _Toc235315457]Overview of the Case Study 
In Coventry, UK, there is a small bakery called Basil's Bakery located in a shopping centre.  The bakery has been doing well since it opened in 2015 because people know it makes great organic cakes, breads, and pastries. The COVID-19 pandemic greatly disrupted customers’ footfall. Even after lockdowns ended, sales were still about 25% lower than in 2019 (Centre for Cities 2023). The company’s rising costs stem from rent, bills, insurance, and the unpredictable prices of organic ingredients (Organic Grower Alliance, 2025). Also, the number of loyal customers has declined because people's shopping habits have changed: fewer people are shopping in stores, and more people are working from home. Basil's current business plan is at risk due to internal and external issues, necessitating important changes to improve it (Department for Business and Trade 2023).
2. [bookmark: _Toc235302471][bookmark: _Toc235311788][bookmark: _Toc235315458]Proposed Solutions 
2.1 [bookmark: _Toc235302472][bookmark: _Toc235311789][bookmark: _Toc235315459]Solution One: Introduce an Online Ordering and Local Delivery Service
Basil could create a website where people can order food online and have it delivered to their homes. Customers can order through a mobile app or website and choose to have their items delivered to their home or pick them up themselves (Krishnan et al. 2022).  At first, deliveries might be handled by local couriers or companies like Deliveroo to save on the cost of hiring full-time workers (Talwar et al., 2022). This approach helps keep customers coming in by letting remote workers and former shoppers at the retail park buy bakery items.  It also creates additional ways to earn money through online sales and helps Basil reach more customers outside the mall.
2.2 [bookmark: _Toc235302473][bookmark: _Toc235311790][bookmark: _Toc235315460]Solution Two: Implement a Digital Pre-Order and Click-and-Collect System
Introducing a digital pre-order and click-and-collect service is a second option (Gardner et al., 2021). Orders may be placed online and picked up at a prearranged time. This helps reduce wait times in line and makes it easier for Basil during busy hours, since he won’t have to answer phone calls. This method requires less money than a delivery service, makes customers satisfied, improves production planning, and reduces food waste (Sakalauskas and Kriksciuniene 2024).  Also, having shorter waiting times can improve how well things run and encourage customers to come back 
3. [bookmark: _Toc235302474][bookmark: _Toc235311791][bookmark: _Toc235315461]Evaluation of the Proposed Solutions Using the PMI Technique 
Edward de Bono's PMI method helps us examine the plus, minus, and interesting aspects of different solutions in a clear and organised way (Mangion et al. 2025).
Table 1
	Criteria
	Solution 1
Online Ordering & Delivery
	Solution 2
Pre-Order & Click-and-Collect

	Plus (+)
	Enhances convenience for distant workers, broadens the customer base, and boosts revenue potential.
	shortens wait times, boosts productivity, facilitates production scheduling, and requires less capital.

	Minus (-)
	Higher installation expenses, delivery fees and dependency on third-party delivery providers.
	restricted to current clients who can visit the bakery, and provides a few opportunities for market expansion.

	In interesting (I)
	uses digital marketing, catering services, and client data analysis to generate prospects for future expansion.
	[bookmark: _GoBack]May eventually grow into a delivery service and support loyalty programs.



The PMI study shows that both methods help solve Basil's problems and make things easier for clients.  The click-and-collect option primarily helps existing customers by streamlining operations.  However, buying online and having items delivered is better for long-term growth because it reaches more customers beyond the retail park.
3.1 [bookmark: _Toc235302475][bookmark: _Toc235311792][bookmark: _Toc235315462]Preferred Solution and Justification 
PMI research shows that creating an online ordering system with a local delivery service is the best approach. It offers more long-term benefits than the click-and-collect option, but requires a higher initial investment.  
Fewer people are shopping, and more people are working from home, which is why Basil is seeing fewer customers.  Click-and-collect is easier for regular customers, but it doesn't attract people who no longer visit the shopping centre. On the other hand, an online delivery service helps Basil connect with new customers in Coventry and also get back in touch with old ones.
According to Hassan et al. (2025), online business is becoming increasingly important for small companies seeking sustainable growth. To support targeted marketing and loyalty programs, the website may also share customer data. Generally, this plan gives Basil's Bakery the best chance to increase sales, become more competitive, and ensure its long-term success.
4. [bookmark: _Toc235302476][bookmark: _Toc235311793][bookmark: _Toc235315463]Implementation Plan
4.1 [bookmark: _Toc235302477][bookmark: _Toc235311794][bookmark: _Toc235315464]Implementation Plan for the Selected Solution 
Introducing a local delivery service along with an online ordering platform is the selected solution (Franke et al. 2023). A successful launch will be ensured, and disturbance will be minimised with gradual implementation.
Table 2
	Activity
	Timescale
	Responsibility
	Expected Outcome

	Conduct market research
	Week 1
	Basil
	Determine the delivery preferences and client demand.

	Select an online platform and delivery partner
	Week 2
	Basil and the IT provider
	Reliable, safe ordering and delivery system.

	Develop the website and ordering platform.
	Weeks 3–4
	Web developer
	Make an ordering system that is both safe and easy to use.

	Test the system and delivery process.
	Week 5
	Basil
	Ensure efficient order fulfilment and delivery.

	Train staff
	Week 6
	Basil
	Enhance customer service and order processing.

	Launch marketing campaign
	Week 7
	Basil
	Encourage clients to use the new service.

	Official launch and monitoring
	Week 8 onwards
	Basil
	Increase online sales and monitor the performance.



A planned approach reduces risks when putting things into action, solves technical issues before starting, and lets us keep improving based on regular feedback from Customers.
4.2 [bookmark: _Toc235302478][bookmark: _Toc235311795][bookmark: _Toc235315465]Justification of the Implementation Plan 
To prevent interruptions and reduce risks, a plan for carrying out the work was developed.  Before investing in digital services, companies assess customer preferences through market research (Stallkamp et al., 2023).  The ordering, payment, and delivery will work smoothly if you pick the online platform and delivery partner before creating the website. Testing before launch keeps customers satisfied and helps identify technical problems.
Before starting, the staff will complete their training to handle orders quickly and smoothly.  To help people learn about the product and encourage them to start using it, marketing will be done right before it is released.  Basil knows his clients and products well, so he should lead the project.  The IT team should create the website.  Basil can maintain high product quality and grow the company by leveraging his leadership skills and external ideas to work more efficiently.
5. [bookmark: _Toc235302479][bookmark: _Toc235311796][bookmark: _Toc235315466]Key Performance Indicators (KPI) and SMART Objectives
5.1 [bookmark: _Toc235302480][bookmark: _Toc235311797][bookmark: _Toc235315467]KPI and SMART Objectives 
A suitable Key Performance Indicator (KPI) for Basil's Bakery are:
5.1.1 [bookmark: _Toc235302481][bookmark: _Toc235311798][bookmark: _Toc235315468]Monthly Online Sales Revenue (£).
This KPI evaluate whether the online ordering and delivery service is helping to increase sales and support the company's recovery (Mtau and Rahul, 2024). According to Ociepa-Kubicka (2024), by tracking performance against clear goals, KPIs help businesses assess how well they are achieving their strategic objectives.
To support this KPI, the following SMART objectives are proposed:
5.1.2 [bookmark: _Toc235302482][bookmark: _Toc235311799][bookmark: _Toc235315469]SMART Objectives
Specific: Establish a local delivery service and online ordering for clients within ten miles of the bakery.
Measurable: Achieve at least 150 online orders per month and raise overall monthly sales income by 20%.
Achievable: Utilise a reputable online ordering platform in conjunction with an outside delivery service to cut down on start-up costs and operational complexity.
Relevant: By increasing access for consumers who live outside the retail park or work from home, the goal directly addresses the decline in footfall.
Time-bound: Within six months of the service's introduction, meet the goals for online orders and sales growth.
Customer satisfaction scores, the number of repeat customers, the average delivery time, and the website conversion rate are other helpful indicators.  Overall, these measures provide a good way to assess both how well the business operates and its financial performance.
5.2 [bookmark: _Toc235302483][bookmark: _Toc235311800][bookmark: _Toc235315470]Monitoring and Evaluating Effectiveness 
Basil must monitor the performance of the online ordering and delivery service every month using KPIs and SMART goals (Gandjour, 2026). Monthly sales reports will show how online orders and earnings are trending toward the 20% increase goal. Basil should check things like price, how well marketing works, or how well delivery covers areas if the results are not what he hoped for (Igwe et al., 2024). Customer satisfaction with product quality, ordering, and delivery services will be measured by collecting their opinions through surveys and online reviews.
Website analytics, like how many visitors there are, how many customers make a purchase, and the average amount spent, can show us how customers behave and how well marketing efforts are working (Chaffey, 2022). To identify areas for improvement, we should regularly assess how well we're doing against our SMART goals.  If we aren’t meeting our goals, we should take action like expanding our delivery areas, improving our online marketing, or offering special discounts. Basil can make good choices, keep customers satisfied, and ensure the online ordering plan helps Basil's Bakery grow and stay competitive by regularly monitoring progress.
6. [bookmark: _Toc235302484][bookmark: _Toc235311801][bookmark: _Toc235315471]Summary of Key Findings 
· Due to decreased consumer traffic, remote employment, and growing expenses, Basil's Bakery is seeing a decline in sales.
· Online ordering with delivery and a pre-order click-and-collect service are the two options evaluated.
· Online ordering and delivery were shown to be the best long-term option by the PMI analysis.
· A staggered implementation strategy facilitates a seamless deployment with little interruption.
· The primary KPI, which is backed by SMART goals, is monthly online sales income.
· Consistent monitoring will promote sustainable business growth and enhance performance.
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