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Overview of the Case Study

Basil's Bakery is a small independent bakery based in a retail park in Coventry. Since opening in 2015, the business built a loyal customer base and enjoyed steady growth. However, the COVID-19 pandemic had a major impact on sales, and although customer numbers improved after restrictions ended, they have never returned to pre-pandemic levels. Basil has noticed fewer people visiting the retail park, more customers working from home, and several nearby shops closing. At the same time, the cost of running the business has continued to rise. Basil now wants to understand what is causing the decline in sales so he can make informed decisions about the future of his bakery.	
Proposed Solutions
One possible solution is for Basil to introduce an online pre-order and click-and-collect service. At the moment, customers often have to wait during busy periods, and Basil cannot always answer the phone while he is baking. An online ordering system would allow customers to place their orders whenever it suits them and collect them at a chosen time. This would make the buying process quicker and more convenient, while also helping Basil organise his baking schedule more efficiently. It could reduce queues, improve customer satisfaction and encourage more people to buy from the bakery regularly.
Another solution would be to offer a local delivery service. Some of Basil's loyal customers now work from home or no longer visit the retail park, so they cannot easily get to the bakery. By delivering fresh bread, cakes and pastries to nearby homes and businesses, Basil could reconnect with these customers and attract new ones. He could either hire a part-time delivery driver or work with a local delivery company. This would help increase sales without relying only on people visiting the retail park. As customer habits have changed since the pandemic, offering delivery would make the business more flexible and better able to meet customers' needs.						3
	Evaluating the Two Solutions Using the PMI Technique

The first solution is introducing an online pre-order and click-and-collect service. A clear plus is that customers would be able to order in advance, reducing waiting times and making the service more convenient. It would also mean Basil would not have to answer the phone while baking, helping him focus on running the bakery. A minus is that setting up an online ordering system would cost money and take time to manage, especially for a small business. An interesting point is that the system could show which products are most popular, helping Basil plan his baking more effectively and reduce waste.

The second solution is to introduce a local delivery service. The biggest plus is that it would help Basil reconnect with customers who now work from home or no longer visit the retail park. This could increase sales and attract new customers in the local area. A minus is that delivery would add extra costs, such as transport, fuel and packaging, which could affect profits if there are not enough orders. An interesting point is that Basil could start by offering delivery on certain days or within a small local area. This would allow him to test customer demand before committing to a full delivery service.

The first solution is introducing an online pre-order and click-and-collect service. A clear plus is that customers would be able to order in advance, reducing waiting times and making the service more convenient. It would also mean Basil would not have to answer the phone while baking, helping him focus on running the bakery. A minus is that setting up an online ordering system would cost money and take time to manage, especially for a small business. An interesting point is that the system could show which products are most popular, helping Basil plan his baking more effectively and reduce waste.
The second solution is to introduce a local delivery service. The biggest plus is that it would help Basil reconnect with customers who now work from home or no longer visit the retail park. This could increase sales and attract new customers in the local area. A minus is that delivery would add extra costs, such as transport, fuel and packaging, which could affect profits if there are not enough orders. An interesting point is that Basil could start by offering delivery on certain days or within a small local area. This would allow him to test customer demand before committing to a full delivery service.					
Preferred Solution
After looking at the advantages and disadvantages of both ideas, I think introducing an online pre-order and click-and-collect service would be the best option for Basil's Bakery. It solves one of the biggest problems customers have mentioned, which is long waiting times and not being able to get through on the phone. By allowing customers to order online, Basil could spend more time baking while still providing a quicker and more convenient service.
						

To introduce an online pre-order and click-and-collect service, Basil should take a simple step-by-step approach. Firstly, he should research different online ordering systems and choose one that is affordable and easy to use. As Basil runs a small bakery, it is important that the system does not create extra pressure or take too much time away from baking.

Once the system has been selected, Basil should upload his menu, prices and available collection times. Before making it available to customers, he should test the system to make sure orders are being received correctly and there are no issues with payments or collections.

The next step would be to promote the new service. Basil could advertise it through social media, posters in the bakery, and by telling regular customers about the new option. This would help encourage people to try the service.

After launching the system, Basil should review its performance by looking at the number of online orders, customer feedback and monthly sales figures. If the service is successful, he could expand it further. If problems occur, he can make changes to improve the service. This approach would help Basil introduce the idea with less risk while improving convenience for customers.	

Reasons for the Implementation Activities

The activities in the plan have been put in this order because each step needs to be completed before the next one can begin. The first step is choosing the right online ordering system because Basil needs to find an option that is affordable, reliable and suitable for a small bakery. Taking time to research this will help avoid problems in the future.

After choosing the system, Basil needs to set it up and test it before customers start using it. This is important because it will make sure orders and payments work properly and prevent customers from having a negative experience. The service should then be promoted so that existing and new customers know about the change.

Basil will be responsible for overseeing the process, managing the bakery and checking whether the service is successful. The first few months should be used to review customer feedback, sales figures and the number of online orders. This will help Basil understand if the new system is working and whether any changes are needed.
	
Key Performance Indicator (KPI) and SMART Objectives

The main KPI selected for Basil’s Bakery is monthly sales revenue. This is the most suitable measure because the main issue affecting the bakery is that sales have fallen and have not returned to the level they were at before the pandemic. By keeping track of monthly sales, Basil will be able to see if the new online pre-order and click-and-collect service is encouraging more customers to buy from the bakery. It will also help him understand if the changes he makes are improving the overall performance of the business.

The SMART objective is to increase monthly sales revenue by 15% within 12 months of introducing the online pre-order and click-and-collect service.

This objective is specific because it focuses on one clear aim: increasing sales through a new ordering system. It is measurable because Basil can use monthly sales figures to check his progress. It is achievable because customers have already asked for a pre-order option, meaning there is likely to be demand. It is relevant because increasing sales directly addresses the main problem facing the bakery. It is time-bound because Basil has given himself 12 months to reach the target.
Overall, this KPI and SMART objective will help Basil measure success and decide whether the new service is making a positive difference to the business.

Monitoring and Evaluating the Effectiveness of the Solution

Basil can use the KPI of monthly sales revenue to check whether the online pre-order and click-and-collect service is actually improving the bakery’s performance. By comparing sales figures before and after introducing the service, Basil will be able to see if more customers are buying from the bakery and whether revenue is increasing. If sales move closer to the 15% target, it would show that the solution is having a positive effect.

Basil should review these results every month so he can quickly identify any changes or problems. Alongside sales figures, he could also look at the number of online orders, customer reviews and feedback to understand how customers feel about the new service. For example, if many people use the service but sales do not increase, Basil may need to make changes to his products, prices or marketing.

After 12 months, Basil should compare the results against his SMART objective to see if the target has been achieved. If it has, he can continue developing the service. If it has not, he can use the information collected to decide what improvements are needed. Regular monitoring will help Basil make better decisions and ensure the solution benefits the bakery in the long term.
Key Findings Summary
Basil’s Bakery has seen a significant drop in sales since the pandemic, with sales still around 25% lower than they were in 2019.
Fewer people are visiting the retail park because of shop closures and changes in working patterns, such as more employees working from home.
The decrease in nearby workers and customers has reduced the number of regular daily purchases.
Customers have requested more convenient options, including pre-ordering and delivery services.
Rising business costs, such as rent, energy bills and ingredient prices, are making it harder for Basil to maintain profits.
An online pre-order and click-and-collect service could help improve customer experience, reduce waiting times and encourage more sales.
Tracking sales and customer feedback will allow Basil to see if the changes are helping the bakery improve.
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Appendix 1 – PMI Evaluation Tables

	Online pre-order and click-and-collect service

	Plus
	Minus
	Interesting

	Customers can order in advance, reducing waiting times during busy periods.
	Delivery would create extra costs, such as fuel, packaging or delivery charges.
	The system could show which products are most popular, helping Basil plan production and reduce waste.

	
Basil would not need to answer the phone while baking, allowing him to focus on producing goods.
	Managing deliveries could take time away from baking.
	It could improve customer satisfaction by making ordering easier.

	
- Makes the bakery more convenient and could encourage repeat purchases.
	Demand may not be high enough to make it profitable.
	Basil could test delivery on certain days or within a small area before fully committing.

	
Could attract new customers from the surrounding area.
	Demand may not be high enough to make the service worthwhile.
	A partnership with a delivery company could reduce the workload and risk.

	
TOTAL: 14
	
TOTAL: -10
	
TOTAL: +4


 
Therefore: Overall Total Online pre-order and click-and-collect service = +8

	Start a Bakery Delivery Service

	Plus
	Minus
	Interesting

	Allows Basil to reach customers who no longer visit the retail park, such as people working from home.
	Delivery costs, such as fuel, packaging and wages, could reduce the bakery’s profits.
	Basil could start with a limited delivery area to test whether customers are interested before investing heavily.

	
Could increase sales by attracting new customers from the local area.
	Basil may have less time to focus on baking if he has to manage deliveries.
	. The bakery could partner with a local delivery company to reduce the workload.

	
Provides customers with more convenience, making it easier for them to buy fresh bakery products.
	There is a risk that there may not be enough delivery orders to make the service worthwhile. 
	Delivery could help Basil build stronger relationships with local businesses and offices.

	
Could create new opportunities for larger orders, such as office lunches or business catering.
	Managing delivery schedules could create extra pressure for a small business.
	Customer feedback from deliveries could help Basil improve products and services in the future.

	
TOTAL: +15
	
TOTAL: -10
	
TOTAL: +5




Therefore: Overall Total for Start a Bakery Delivery Service = +10


Appendix 2 – Implementation Plan

Name the problem you are solving:Basil’s Bakery has experienced a decline in sales because fewer customers are visiting the retail park, more people are working from home, and customers have requested more convenient ways to purchase products.
Name the solution you are implementing:Introduce a local bakery delivery service to reach more customers and increase sales.








	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research delivery options
	Compare different delivery methods, including hiring a driver or using a delivery company, and choose the most suitable option for the bakery.
	Month 1
	Basil
	Delivery option selected

	2
	Set up the delivery service

	
Decide delivery areas, delivery charges, available times, packaging requirements and how customers will place orders.

	Month 2

	Basil
	Delivery system ready 


	3
	Promote the new service

	Advertise the delivery option through social media, posters, customer notices and local businesses to attract new customers.


	Month 3
	Basil

	Customers informed about service 

	4
	Launch and review the service


	Start offering deliveries and monitor sales, customer feedback and order numbers to measure the success of the service.

	Months 4–12


	Basil


	Results reviewed and improvements made





Appendix 3 – KPI and SMART Objectives 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase Basil’s monthly sales revenue by introducing a local delivery service to make the bakery’s products available to more customers.





	Sales revenue will be tracked every month and compared with previous sales figures to measure whether the delivery service is increasing income.


	The target is realistic because some loyal customers have already requested a delivery service, showing there is existing demand for this option.

	Increasing sales is directly linked to Basil’s main problem, which is the decline in customer numbers and revenue since 2020.





	Basil aims to increase monthly sales revenue by 15% within 12 months of launching the delivery service.
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