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1. Overview of the Case Study and Nature of the Problem
Basil's Bakery is an independent artisan bakery located within a retail park in Coventry. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic in 2020. During lockdown, customer footfall and sales declined significantly. Although restrictions were later removed, sales have remained approximately 25% below 2019 levels.
The bakery's main problem is a decrease in foot traffic brought on by shifts in customer behaviour and work habits. The Office for National Statistics (ONS) reports that home and hybrid working are still prevalent in the UK workforce, which lowers the number of workers who commute to work every day. Because many office workers and retail personnel who used to buy food from the bakery are no longer there daily, this has a direct impact on Basil's clientele. Additionally, fewer people have visited the retail park because of store closures, and financial strain has intensified due to growing business expenses. Basil must therefore find new strategies to draw clients and boost sales while preserving profitability.

2. Proposed Solutions
Solution 1: Introduce an Online Ordering and Delivery Service
The launch of an online ordering and delivery service is the first suggested remedy. Consumers will be able to order things, explore them online, and have them delivered to their homes or places of business. 

By allowing Basil to connect with clients who no longer frequently visit the retail park, this solution tackles the drop in foot traffic. Many former clients have limited possibilities to visit the bakery since they now work remotely or have changed employment. In addition to being more convenient, a delivery service would help the company keep its devoted clientele. Additionally, the service can draw in new clients from nearby residential areas, expanding the bakery's market reach and lowering reliance on passing trade.
Solution 2: Introduce an Online Pre-Order and Click-and-Collect Service
An online pre-order and click-and-collect method is the second option. Before visiting the bakery, customers would submit their orders online and pick them up at a scheduled time. 

Customers' complaints about lengthy wait times and Basil's inconsistent phone answering during peak hours are immediately addressed by this remedy. Faster service and more convenience would be advantageous to customers. Additionally, Basil would be able to prepare goods more effectively, manage inventory better, and ease traffic during busy trading times thanks to the technology. Customer satisfaction and repeat business may rise as a result.
3a. Evaluation of Solutions Using the PMI Technique
Both alternatives were assessed using a PMI (Plus, Minus, Interesting) approach. Appendix 1 has the whole analysis. 
Because it increases the bakery's clientele and allows it to serve clients who no longer frequent the retail park, the delivery service has many benefits. However, it would necessitate spending money on packing, delivery services, and more employees. These elements could lower business margins and raise expenses. 

Reduced implementation costs, shorter customer wait times, and increased operational efficiency are just a few advantages of the click-and-collect solution. It requires less operational adjustments and may be executed with current resources. The method does not, however, completely remove the impact of decreased foot traffic because customers still need to travel to the bakery. 
Overall, both solutions could improve sales performance, but their costs, risks and implementation requirements differ considerably.

3b. Preferred Solution
Following the PMI analysis, the preferred solution is the introduction of an online pre-order and click-and-collect system.
A delivery service would expand market reach, but it also comes with a lot of expenses and operating difficulties. As a tiny, independent bakery, Basil might find it difficult to handle deliveries while keeping costs under control and product quality intact. 
The click-and-collect approach is more practical and doable. It requires less investment and directly answers customer concerns about ordering issues and waiting periods. The solution is less hazardous than setting up a delivery network and can be put into practice rapidly. Additionally, it facilitates more effective production planning and enhances client convenience. 

These factors make the click-and-collect service the most sensible way to address Basil's present business issues.

4a. Implementation Plan
To facilitate the launch of the click-and-collect service, a thorough implementation strategy has been created. Appendix 2 contains the complete implementation timetable. 
Researching viable online purchasing systems, choosing software, building an online ordering platform, uploading product details, testing the system, and staff training are all part of the approach. The service will be introduced and promoted via social media, in-store advertising, and customer communication channels following the successful completion of testing. 
It is anticipated that the implementation will take about six weeks. Performance will be regularly assessed after launch to find areas for improvement and make sure that customer expectations are being fulfilled.

4b. Justification of the Implementation Plan
To reduce risk and interruption, the implementation strategy adheres to a logical sequence. Because these choices affect how the entire system will function, research and software selection must come first. To guarantee that consumers have access to correct information prior to launch, website development and product uploads are finished next. 

Because technical problems could undermine client confidence if they are found after installation, testing is a crucial step. Before launch, staff training is planned to make sure staff members know how to quickly process internet purchases. 

Since client awareness is essential to the new service's success, marketing initiatives start as soon as it is implemented. Lastly, continuous observation enables Basil to assess performance and adjust as needed. The six-week timescale is realistic for a small business and allows adequate preparation without causing unnecessary delays.

5a. Key Performance Indicator (KPI) and SMART Objectives
The selected Key Performance Indicator (KPI) is the number of online pre-orders received each week.
This KPI directly measures customer adoption of the click-and-collect service and provides a clear indication of whether the solution is helping the business achieve its objectives.
The following SMART objectives have been established:
• Increase weekly customer orders by 20% within six months of implementation.
• Achieve at least 50 online pre-orders per week within three months.
• Reduce average customer waiting times by 40% within three months.
• Increase monthly sales revenue by 15% within six months.
• Achieve a customer satisfaction rating of at least 90% within six months.
These objectives are specific, measurable, achievable, relevant and time bound. They provide clear targets against which the effectiveness of the solution can be assessed.


5b. Monitoring and Evaluation
The KPI and SMART objectives will enable Basil to monitor business performance and evaluate the success of the click-and-collect service.
Weekly monitoring of online pre-orders will indicate whether customers are using the new system. An increase in order numbers would suggest that the service is meeting customer needs and improving convenience.
To ascertain whether higher ordering activity leads to better financial performance, sales revenue should be tracked monthly. By comparing service timings prior to and following installation, waiting times can be quantified. Surveys of customer satisfaction can also offer insightful comments about the standard of the ordering procedure and the general customer experience. 

Basil will be able to spot trends and swiftly address any problems with regular monitoring. For instance, more marketing efforts can be needed if client uptake is less than anticipated. Changes can be made to enhance the service if customer satisfaction ratings drop. 

Because they offer proof of whether the selected solution is accomplishing its goals and supporting the long-term viability of the company, monitoring and assessment are crucial.

6. Summary of Key Findings
• Basil's Bakery has experienced a significant reduction in sales since 2020.
• Reduced footfall, hybrid working, and retail park decline are major contributing factors.
• Rising operating costs have increased pressure on profitability.
• Two solutions were identified: an online delivery service and an online click-and-collect service.
• PMI analysis identified strengths and weaknesses for both options.
• The click-and-collect solution was selected as the preferred option because it is lower cost and easier to implement.
• A six-week implementation plan has been proposed.
• Weekly online pre-orders were selected as the KPI.
• SMART objectives provide measurable targets for assessing success.
• Ongoing monitoring and evaluation will support continuous improvement.
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Appendix 1 – PMI Analysis

	Solution
	Plus
	Minus
	Interesting

	Online delivery service
	Increases customer reach; improves convenience; potential sales growth
	Higher costs; delivery management challenges; reduction in profit margins
	Could support future business expansion

	Click and collect service
	Low cost; reduces queues; improves efficiency; enhances customer convenience
	Customers must still travel to the bakery
	Could later be expanded into a delivery service



Appendix 2 – Implementation Plan

	Activity
	Timescale
	Responsibility

	Research ordering systems
	Week 1
	Basil

	Select software provider
	Week 2
	Basil

	Create ordering platform
	Week 2-3
	Website provider

	Update products and prices
	Week 3
	Basil

	Test system
	Week 4
	Basil and provider

	Staff training
	Week 4
	Basil

	Launch service
	Week 5
	Basil

	Marketing campaign
	Week 5-6
	Basil

	Monitor performance
	Ongoing
	Basil





