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Overview of the case study and nature of the problem
Basil’s Bakery is an independent bakery in a retail park in Coventry, which uses organic ingredients. While the business has seen consistent sales and growth since opening in 2015, sales have been around 25% lower than 2019 since 2023. 
[bookmark: _Hlk205982497]The primary issue is that the bakery relies on customers physically entering the retail park. There has been a decrease in the number of regular customers due to reduce footfall, closure of shops, redundancies of staffs and increase in homeworking. Meanwhile Basil refuses to deliver and has problems when it comes to the telephone pre-orders. The cost of rent, utilities, insurance and organic ingredients has also posed a challenge to the bakery’s future.
 Two Proposed Solutions
Local delivery service: Solution A Proposal
The goal is to come up with a solution that involves implementing a local delivery service. Basil may work for a third- party delivery service, an independent delivery driver or a part-time employee.
This would enable customers who do not work close to the retail park and do not need to visit the bakery or who work from home to continue to shop at the bakery (Barclays, 2025). Certain delivery radius and delivery times may help to manage costs and the disruption of Basil’s baking duties.
The plan would increase the bakery’s customer base and lessen its reliance on the number of people using the retail park.
Online pre-order click and collect: Solution B Proposal
To install an online pre-order and click and collect feature. Customers would be able to browse through the products, pay online and choose the pickup date through an easy-to-use website or digital ordering system. 
This would help to eliminate the need to check the telephone while Basil is baking and would improve the waiting time during busy periods. The advantage for the Basil would also be that pre-ordering would help him make an estimate of his demand making the right amount and minimise food waste. Click and collect could be more cost effective and less manageable than delivery. Both solutions are tailored to Basil’s customer’s needs and develop alternative channels of sale (Journal of science, innovation & social impact, 2026)


[bookmark: _Toc237000090]3. Evaluation Result and Justification
Grid Evaluation can conclude that Solution B (Online Pre-Order and Click & Collect) is the most suitable solution to move forward with. In all the evaluation criteria, Solution B has many more benefits and very few disadvantages compared to Solution A. The plus aspects of Solution A (Delivery) are an increased client base and possibly a new revenue stream. Heavy burden on operations, the high price of delivery by courier or vehicle, constant delivery management and major disturbance to Basil's baking routine. The interesting points draw attention to possible logistical problems and staff training needs. The advantages of solution B are significant It has little setup cost involved, and it has less complexity to operate, requires no phone interruptions, it aids with demand forecasting, and it integrates readily into existing operations. The negative factors are minor with some initial digital marketing investment needs and some training of the staff. The interesting factors provide low-risk opportunities for future expansion. Solution B is a realistic, achievable solution that directly addresses the problems identified.

[bookmark: _Toc237000094] Risk Analysis of the Selected Solution
[bookmark: _Toc237000095]A risk analysis process was carried out for the online pre-order and click and collect system. The primary threats identified were low customer adoption, technology failure, inaccurate orders, data protection issues, and extra set-up costs and product delays during peak times. The risks were evaluated regarding the risk potential (likelihood and impact). The most critical risk was also due to technology failure and low customer adoption (Gupta, Fernandez-Crehuet and Gupta, 2022). These risks can be minimised by putting the platform to the test, training staff, establishing secure payment systems, informing customers and a trial period before the platform is fully implemented. 
[bookmark: _Toc237000096]
[bookmark: _Toc237000097] Results and Feasibility of the Selected Solution
[bookmark: _Toc237000098]The findings show that the people selected are likely to be able to implement the solution, since most of the risks identified are low to moderate and could be managed through suitable planning. It would need some up-front investment and basic digital skills but wouldn't take up too much of Basil's baking time. An online ordering system may be phased in gradually as well and doesn't require a full-time employee so the potential advantages of better customer convenience, reduced waiting time and more predictable customer demand are likely to outweigh the manageable risk of implementation.
 Implementation Plan
[bookmark: _Toc237000099]Implementations should be made within a period of about 8 weeks. In Weeks 1-2, Basil should determine the needs of the customer, examine the online ordering process that is available, and create a reasonable budget. In Week 3, he will choose a platform that enables online payment, timed collection slots and menu updates. For Weeks 4–5 the bakery will upload and test the product menu, price, and collection times and payment options. Basil must also have a clearly defined system in place for both accepting, preparing and verifying pre-orders.
[bookmark: _Toc237000100]Basic training of Basil and supporting staff regarding handling orders, payments, cancellations and customer enquiries should be provided during Week 6. If it is felt that a small pilot with the regular customers is required in Week 7, to detect technical and operational issues, this should be done. Opinions of customers should be solicited and action taken as appropriate. The system needs to be fully launched and promoted in Week 8 using store signage, social media and direct communication with existing customers. Once launched, Basil should check his weekly sales, order numbers, customer comments, and operational issues to see if any more improvements should be made. It is also important to have a simple written checklist to use each day.
[bookmark: _Toc237000101]
 Reasons for Activities, Timing and Responsibilities
[bookmark: _Toc237000102]The activities are presented in this sequence because an activity in each step builds upon the success of the one that precedes it. To avoid unnecessary expenditure, research and budget should be done first, followed by system configuration so that the system can be ready before the staff are trained and before customer testing is conducted. A pilot helps to minimize the risk of a system, the technical set-up should be handled by the platform provider and order handling by the staff while Basil is solely responsible for the overall decisions and product preparation. The eight-week time frame is sufficient to test the system but not too long to delay implementation. 
[bookmark: _Toc237000103]
 KPI and SMART Objectives
[bookmark: _Toc237000104]The key performance indicator will be the percentage of total weekly sales made by online pre-orders. This directly assesses the impact of the new channel on the bakery's reliance on walk-in customers. The first SMART goal is to have at least 10% of sales happening via pre-orders in the first three months after launch (Doran, 1981). 
The second is to get 20 or more online pre-orders in 8 weeks. The third is to cut down by 30% the average customer’s wait time during peak hours within three months. Finally, Basil should strive to reach 80% of the customers by providing positive feedback on the ordering and collection process within three months.
[bookmark: _Toc237000105]
 Monitoring and Evaluation
[bookmark: _Toc237000106]The KPI and SMART goals will be checked on a weekly and monthly basis to determine the success of the new system. Basil can be used to compare online sales with total sales; it can also track the number of pre-orders, track waiting times, and collect short customer feedback. If performance does not meet the targets, he can determine the reason and make any changes he needs to make to increase the promotion or collection time, the availability of the menu or the ordering process (Journal of Science, Innovation & Social Impact, 2026). Regular monitoring will then enable Basil to establish if the solution is helping to improve sales, customer convenience and operational efficiency – which are specific, measurable, achievable, relevant and time-bound (Doran, 1981).
[bookmark: _Toc237000107]  
  Key Findings
· Basil's Bakery is seeing a 25% drop in sales compared to 2023, largely attributed to a fall in retail park footfall and a rise in remote working patterns (British Retail Consortium, 2026; Barclays, 2025).
· Two different solutions were tested: local delivery and online pre-order and click and collect – the latter was found to be more appropriate (Rodríguez-Carrillo et al., 2025).
· The online preorder solution offers the lowest operational risk and resource requirements of all implementation options, which is the most practical.
· Implementation risks are minimal to moderate and can be mitigated by careful testing, staff preparation, and a gradual rollout across customers via customer pilots.
· With a structured implementation plan and agreed-upon performance goals, Basil will be able to measure system effectiveness in six months or less, with weekly KPI tracking (Lumina Intelligence, 2026).
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                                      Appendices

Appendix 1 – Grid Analysis
Each option is rated from 1 (weak) to 5 (strong). The weighted score is calculated as Weight × Rating. The table is limited to three decision criteria so that it follows the required five-column and four-row format.
	Criteria
	Weight
	Online Pre-Order & Click-and-Collect
	Local Delivery
	Why this criterion matters

	Customer Convenience
	5
	4 × 5 = 20
	3 × 5 = 15
	Directly addresses reduced footfall and makes ordering easier.

	Increase in Sales
	4
	3 × 4 = 12
	4 × 4 = 16
	Measures the ability to recover sales and reach customers.

	Feasibility & Long-term Sustainability
	5
	4 × 5 = 20
	2 × 5 = 10
	Considers cost, operational complexity, resources and ability to sustain the solution.


Total weighted score: Online Pre-Order & Click-and-Collect = 52; Local Delivery = 41.
 The higher score supports selecting the online solution.
Source: Grid analysis adapted to Basil’s Bakery case study; criteria and weightings reflect the requirements of the decision problem.

Appendix 2 – Risk Analysis
Risk factor = Likelihood × Impact. Likelihood and impact are scored from 1 (low) to 5 (high).
	Risk
	Likelihood
	Impact
	L × I
	Preventive action
	Impact-minimizing action

	Technology failure
	3 – Medium
	5 – High
	15
	Use a reliable platform; test before launch; keep backups.
	Use manual orders temporarily and contact provider support.

	Low customer adoption
	3 – Medium
	3 – Medium
	9
	Use launch promotion, in-store signage and social media.
	Extend promotion and simplify the ordering process.

	Collection delays
	3 – Medium
	3 – Medium
	9
	Use timed slots and test the workflow during the pilot.
	Contact customers and priorities delayed orders.

	Staff training needs
	1 – Low
	3 – Medium
	3
	Provide short training and a written procedure.
	Keep a trained staff member available during busy periods.

	Higher implementation costs
	1 – Low
	5 – High
	5
	Set a budget and compare platform providers.
	Reduce non-essential spending and use a lower-cost platform.



Source: Risk assessment structure based on the likelihood × impact approach discussed by Gupta, Fernandez-Crehuet and Gupta (2022).




       Appendix 3 – Implementation Plan
 Online Pre-Order and Click & Collect Service

[bookmark: _Toc237632232]Appendix 3 – Implementation Plan
Problem being solved: Declining sales caused by reduced retail-park footfall.
Solution being implemented: Online Pre-Order and Click & Collect Service.
	WHAT
	HOW
	WHEN
	WHO

	1. Assess needs and budget
	Review customer needs, ordering requirements and affordable budget.
	Weeks 1–2
	Basil

	2. Select platform and configure system
	Compare providers; enable payment, menu updates and collection slots.
	Week 3
	Basil + platform provider

	3. Digitised, test and train
	Upload menu, prices and allergens; test workflow; train staff.
	Weeks 4–6
	Basil + staff

	4. Pilot and launch
	Trial with regular customers, correct issues, then launch and promote.
	Weeks 7–8
	Basil + customers



Source: Implementation planning approach informed by Kotter (1996), whose change framework emphasizes structured stages and short-term progress


Appendix 4 – The Key Performance Indicator
The Key Performance Indicator is Percentage of total weekly sales from online pre-orders
	S
Specific
	M
Measurable
	A
Attainable
	R
Relevant
	T
Time

	Launch online ordering and delivery service.
	Achieve a 20% increase in monthly sales.
	Promote the service through digital marketing and customer loyalty incentives.
	Supports improved customer accessibility and increased revenue
	Achieve the objective within six months



Reference: Doran, G.T. (1981) There's a S.M.A.R.T. way to write management's goals and objectives. Management Review, 70(11), pp. 35–36.
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