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[bookmark: _Toc237706439][bookmark: _Toc237706679][bookmark: _Toc237706853]1.0 Abstracts/ES Executive summary
This report investigates the economic and operational problems facing Basil’s Bakery in Coventry. The study uses secondary research and a case study approach to examine the decline in sales, reduced costumer footfall, rising operating costs and changing customer needs. Two possible solutions are considered an online pre-order and click-and-collect system, and local delivery service. The PMI decision- making technique is used to compare the advantages, disadvantages and interesting points of its option. addresses missed telephone orders and long waiting times. The report also valuates possible risks, presents an implementation plan and identifies key performance indicators to make sure the success of the chosen solution. Overall, the proposed system could improve customer convenience, reduce waste and support the future performance of Basil’s Bakery.














[bookmark: _Toc237706440][bookmark: _Toc237706680][bookmark: _Toc237706854]2.0 Introduction
Problem solving and decision making are important management processes because they help businesses identify challenges, compare possible solutions and choose suitable actions. For small businesses, good decisions are especially important because limited resources must be used carefully. Basil’s Bakery is an independent bakery in Coventry that has experienced lower sales, reduced customer footfall and rising operating costs. This report examines the problems affecting the bakery and considers two possible solutions: an online pre-order and click-and-collect system, and a local delivery service. The report uses PMI analysis, risk assessment, an implementation plan and key performance indicators to recommend the most suitable option.
.











[bookmark: _Toc237706441][bookmark: _Toc237706681][bookmark: _Toc237706855]3.0 Overview of the Case Study and Nature of the Problem
 Basil’s Bakery is a small independent bakery located in a retail shopping park in Coventry. It opened in 2015 and became known for selling high-quality organic cakes, pastries and bread. The business attracted shoppers, retail workers, office workers and employees from a nearby industrial site. However, after the COVID-19 pandemic, customer numbers and sales did not return to their previous level (UWTSD, 2026). The main problem is the continued decline in sales, which are around 25% lower than in 2019. Fewer people now visit the retail park, some nearby shops have closed, and many office workers work from home. At the same time, rent, utilities, insurance and ingredient costs have increased. The lack of delivery and a reliable pre-order system also make it harder for the bakery to meet customers’ changing needs (UWTSD, 2026).
[bookmark: _Toc237706442][bookmark: _Toc237706682][bookmark: _Toc237706856]4.0 Propose Solution
[bookmark: _Toc237706443][bookmark: _Toc237706683][bookmark: _Toc237706857]4.1 Solution One: Online Pre-order and Click-and-Collect System
The first solution is to introduce an online pre-order and click-and-collect system. Customers could choose products, select a collection time and pay before arriving at the bakery. This would reduce waiting times during busy periods and prevent Basil from missing telephone orders while he is baking. It would also make ordering easier 
for office workers and other customers who have limited time during lunch breaks This solution responds directly to customers who have already asked for a pre-order service (UWTSD, 2026).
[bookmark: _Toc237706444][bookmark: _Toc237706684][bookmark: _Toc237706858].4.2 Solution Two: Local Delivery Service
 The second solution is to offer a local delivery service for customers who cannot regularly visit the retail park. Basil could use a part-time delivery worker or a third-party delivery company so that he could continue baking at the shop. This service could help the bakery reach customers who work from home, former retail workers and people living near the area. It would also respond directly to loyal customers who have asked for this service after their working arrangements changed (UWTSD, 2026). 
[bookmark: _Toc237706445][bookmark: _Toc237706685][bookmark: _Toc237706859]4.3 Results and Selected Solution 
Based on the PMI analysis, the preferred solution is the online pre-order and click-and-collect system. Options could improve customer convenience but click-and-collect is more affordable and easier for a small business to manage. It directly addresses long waiting times and missed telephone orders without requiring Basil to employ a delivery driver. It may also help reduce waste because Basil will know what customers have ordered before production. Therefore, click-and-collect is the most practical first step for Basil’s Bakery
[bookmark: _Toc237706446][bookmark: _Toc237706686][bookmark: _Toc237706860]5.0 PMI Analysis for Solution One
 Local Delivery Service
 The first proposed solution is to introduce a local delivery service. This could allow Basil’s Bakery to reach customers who are unable to visit the retail park regularly, including customers working from home
PMI Analysis
	Plus (+)
	Minus (-)
	Interesting (I)

	Reaches customers who work from home +8
	Delivery workers or third-party   companies will cost
 -7                    
	the bakery could test the 
service with a small delivery area first
 +4
                                                                                                                            

	Offers greater convenience
 +7
	Late deliveries may affect customer satisfaction
-6
	Customer may prefer choosing their own delivery time
+5

	May increase sales and customer numbers
 +9
	Product may be damaged during transport
-5
	special delivery packaging could help protect bakery products
+4

	Response requests from loyal customer
 +8 
	Basil may need special packaging
-4

	Customer feedback could help Basil improve the delivery service 
+3

	Expand the bakeries customer area
 +8
	Delivery fees may discourage some costumers
-5
	Delivery could be limited to certain days or areas
+2

	Makes the bakery more competitive
+7
	Managing deliveries may create extra work
-4
	The service could support or special orders+4


   Total
Plus=+47, Minus =31, Interesting=+22, Overall PMI score=+38                    
The PMI analysis shows that a local delivery service could help Basil reach more customers and increase convenience. However, delivery would create additional costs, packaging requirements and possible delays. Therefore, although the solution has benefits, it also creates additional operational risks for a small bakery.
[bookmark: _Toc237706447][bookmark: _Toc237706687][bookmark: _Toc237706861]5:1 PMI Analysis for Solution Two
 Online Pre-order and Click-and-Collect The second proposed solution is an online pre-order and click-and-collect system. Customers could order bakery products in advance and choose a suitable time to collect them.
	Plus (+)
	Minus (-)
	Interesting (I)

	Reduces customer waiting time 
+9
	Setting up an online ordering may cost money
-6
	Basil could start with a simple online ordering system +4

	Prevent missed telephone orders 
+8
	Some customers may prefer   ordering by phone 
+4       
	Customers could choose their preferred collection
Time
+5

	Helps Basil prepare the correct amount of stocks 
+9        
	Basil will need to regularly 
 Product availability online
      +5    
	Pre-orders could help identify the bakery’s most popular products
+4

	Makes ordering more      convenient for customer 
+8
	Technical problems could interrupt online orders 
-6            
	The system could accept orders outside bakery opening hours
+5

	May increase sales through advance orders
+8
	Staff may need training to manage online orders
-4
	Special cakes and large orders could be pre ordered online
+4


	Helps reduce food waste through better planning
+7
	Customer may fail to collect their orders
-5
	Basil could introduce online payment in the future
+3



TOTAL- Plus=+49, Minus=30, Interesting=+25, Overall PMI Score +44                                                                                                                                                                        
The PMI analysis shows that an online pre-order and click-and-collect system offers several important benefits. It could reduce waiting times, prevent missed telephone orders and help Basil prepare the correct amount of stock Although there are possible costs and technical problems, these can be managed through planning and staff training.
[bookmark: _Toc237706448][bookmark: _Toc237706688][bookmark: _Toc237706862] 5.3 Results and Selected Solution
[bookmark: _Toc237706449][bookmark: _Toc237706689][bookmark: _Toc237706863] Based on the PMI analysis, the preferred solution is the online pre-order and click-and-collect system. It achieved an overall PMI score of +44, compared with +38 for the local delivery service. It directly addresses long waiting times and missed telephone orders without requiring Basil to employ a delivery driver. Although delivery could reach more customers, its higher costs and operational risks make it less suitable at present. Therefore, click-and-collect is the most practical solution for Basil’s Bakery.
6.0 Risk Analysis for the Best Solution
 The selected solution is the online pre-order and click-and-collect system. Although the PMI analysis shows that it has several benefits, possible risks need to be identified and managed before implementation
[bookmark: _Toc237706450][bookmark: _Toc237706690][bookmark: _Toc237706864]6.1 Identification and Assessment of Risks 
 The main risks associated with introducing the new system are staff resistance to change, implementation costs, technical problems, customer dissatisfaction and implementation delay he main risks associated with introducing the new system are staff resistance to change, implementation costs, technical problems, customer dissatisfaction delays.
Risk Analysis
	What could cause the risks
	Likelihood (1-5)
	Impact (1-5)
	What can you do to 
	What can you

	Staff resistance to change
	3
	4
	Reduce the risks?
	Do to minimise

	High implementation cost
	3
	4
	Set clear budget
	Compare cost and control spending

	Technical problem
	2
	4
	Test system
	Use IT support and back up system

	Customer dissafisfaction
	2
	3
	Inform customer clearly
	Collect feedback and resolve complaint

	Implementation delays
	3
	3
	Set a clear timeline
	Monitor progress and adjust the plan


                           
                                                                             

[bookmark: _Toc237706451][bookmark: _Toc237706691][bookmark: _Toc237706865]6.2 Actions to Reduce and Minimise the Risks                                      
 The risks can be reduced through careful planning before the system is introduced. Staff training can reduce resistance to change, while testing the online system can identify technical problems. Basil should also set a clear budget to control costs and provide customers with clear information about how the new ordering and collection system works.
[bookmark: _Toc237706452][bookmark: _Toc237706692][bookmark: _Toc237706866] 6.3 Overall Risk Evaluation 
The risk analysis shows that the online pre-order and click-and-collect system has some possible risks. The main concerns are staff resistance, implementation costs, technical problems, customer dissatisfaction and delays
[bookmark: _Toc237706453][bookmark: _Toc237706693][bookmark: _Toc237706867]7.0 Implementation plans for the best solution
	Activity
	responsibility
	timing
	Resources needed
	

	Research suitable online ordering systems 
	Basil
	Week 1
	Internet access and system information
	

	Compare prices and select a system
	Basil
	Week1
	Budget and price quotation 
	

	Upload product, prices and collection times
	Basil and system provider
	Week2
	Product list photographs and computer
	

	Test the ordering and payment process 
	Basil and selected customers 
	Week3
	Test orders and customer feedback
	

	Train basil and any staff
	Systems provider
	Week3
	Training materials
	

	Promote the new service
	Basil
	Week4
	Posters social media and customers emails
	

	
	
	
	
	

	Launch the click and collect service
	Basil
	Week5
	Ordering system and packaging 
	

	Review sales and customers feedback 
	Basil
	Every month
	Sales records and feedback form
	



[bookmark: _Toc237706454][bookmark: _Toc237706694][bookmark: _Toc237706868] 8.0 Key Performance Indicator
Percentage of total weekly sales made through online pre-orders.
Supporting target 
Basil should aim for online pre-orders to represent at least 15% of weekly sales within three months of launching the system. Main-body explanation the main KPI will measure the percentage of weekly sales generated through the online pre-order system. Basil can calculate this by comparing the value of online orders with total weekly sales. The results should be recorded every week and reviewed monthly. 





[bookmark: _Toc237706455][bookmark: _Toc237706695][bookmark: _Toc237706869] 9.0 Conclusion
Basil’s Bakery is facing lower sales, reduced customer footfall and increased operating costs. The report considered two possible solutions: an online pre-order and click-and-collect system and a local delivery service. The PMI analysis showed that both options could improve customer convenience. However, click-and-collect was selected because it is more affordable, easier to manage and directly addresses missed telephone orders and long waiting times. Although the solution has possible technical and customer-use risks, these can be reduced through testing, training and promotion. With careful implementation and regular KPI monitoring, the system waste and support the could improve customer satisfaction, reduce bakery’s future sales.
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