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[bookmark: _Toc234974698]1.0 Overview of the Case Study
Basil's Bakery is a small, independent shop selling organic bread, cakes and pastries in a retail park in Coventry. Sales increased following its launch in 2015 but on average were still around 25 per cent lower in 2023–2025 than in 2019. The underlying issue is reduced commercial viability, due to footfall down and costs up. There have been closures, home working, missed telephone orders, lack of digitised services, high cost of ingredients and variable supply, resulting in poor revenue and efficiency. Digital capability is a key asset to support the resilience and competitiveness of SMEs (OECD, 2024).
[bookmark: _Toc234974699]2.0 Two Proposed Solutions
[bookmark: _Toc234974700]2.1 Solution A: Online Pre-order and Click-and-Collect
We need an online pre-order and click-and-collect system at the beginning of Basil which not only shows the product, price, availability, slots for collection but also secure payment options. Customers would be able to place orders at non-traditional times and Basil would get structured requests rather than phone calls made at intervals. This will mean fewer sales missed, shorter queues, easier production planning, more accurate orders, and less waste as it allows them to see what was needed before they bake it. The study reveals that customer experience, strategic alignment, and appropriate technology are essential to successful SME e-commerce operations (Garay Gallastegui and Reier Forradellas, 2024).
[bookmark: _Toc234974701]2.2 Solution B: Local Delivery Service
For a pilot period, there is the potential for scheduled local delivery to local houses, offices and community organisations to the neighbourhood, also by selected delivery days or by a third party service. This service would reengage the people that worked for the retail park, cater to houseworkers, and welcome shoppers who couldn't get there. It may also enable for bigger work orders in the workplace. However, cost of fuel, packaging, courier cost, late delivery and product damage will make a huge difference in margins and coordination. The level of consumer adoption also differs by delivery/collection model (Wang, Perez-Cueto and Scrimgeour, 2025).
[bookmark: _Toc234974702]3.0 Evaluation Results and Justifications
The implementation cost, sales potential, customer convenience, operational feasibility, financial risk and future scalability are all evaluated and compared between both solutions in the PMI evaluation in Appendix 1. The highest weights are given to sales potential and cost as Basil needs to generate revenue, but he cannot make any commitments that are too expensive. The operational feasibility is also a significant criterion as the bakery is a limited staff bakery and Basil has a problem hearing the phone. The online pre-order and click-and-collect system is preferred as it directly captures the missed demand, enhances planning and prevents reoccurring driver expenses. While there are setup, transaction and training costs, the risks are more manageable than delivery logistics. This judgment is based on evidence that finance, skills and provider knowledge are frequently barriers to SME digitalisation (Restrepo-Morales et al., 2024). Hence, Solution A is the best compromise between benefits, cost and manageable risk.
[bookmark: _Toc234974703]4.0 Justification of the Implementation Plan
The six weeks implementation schedule is outlined in Appendix 2 starting with research with customers, followed by platform selection, menu development, testing, training, launch and review. Research is first, Basil needs to know about products, payment options and when he will get them. A freelancer is to install it, and Basil is responsible for pricing, availability and how it's operated. Testing is done before launch, therefore if there is a payment, notification, or collection error, it can be rectified without impacting the trust of customers. Staff training is timed to coincide with testing as consistent routines are key to reliable fulfilment. The process of promotion is not initiated until the system functions. The funded sequence minimizes disruption and makes expenditures manageable. Digital investments are more effective at supporting the performance of SMEs when the decisions on technology and business model are congruent (Merín-Rodrigáñez, Dasí and Alegre, 2024). Early results will be reviewed and capacity will be adjusted by Basil.
[bookmark: _Toc234974704]5.0 Justification of the KPI/SMART Objectives
Appendix 3 indicates that the key performance indicator is percentage growth in monthly sales revenue as this is a direct test of whether online ordering can make Basil's financial situation better. Online Order Volume, Average Order Value, fulfilment errors and cancellations, and platform costs should be used to assess the effectiveness of this measure, as it is essential to understand and measure the connected financial and operational indicators. (de Araújo et al., 2024) The first SMART goal is to get 80 online pre-orders over a three-month period which gives an idea of how many people will be adopted. The second is to cut down on missed orders by 50 per cent within eight weeks, which will reveal if the system is able to answer unanswered calls. The third is to boost overall sales by 10 per cent in six months, with viability attached to the implementation. These targets are difficult yet attainable via customers, promotion and convenient collection. When the objectives are specific, measurable, attainable, relevant and time-bound (SMART), they help reinforce alignment (Tavares and Vaz, 2025). Basil should look at the dashboard data once a week, review monthly revenue vs the previous year, document complaints and carry out monthly review of costs, adjusting when below target.
[bookmark: _Toc234974705]6.0 Key Findings
The analysis identifies a viability issue which stems from lower customer numbers, different working hours, increasing costs and fewer channels for customers to buy from Basil's Bakery. Risk may arise when delivering products extends reach, but comes at a cost and with complexity. Hence the preferred method is online pre-ordering which can lock in the demand that wasn't met, supports production planning and can be added subsequently. It is important to have clear roles and measurable objectives and to have a phased launch. Digital tools could support SMEs in managing short-term shocks and build their long-term resilience (OECD, 2024)
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[bookmark: _Toc234974707]Appendix 1 - Task 3a: PMI Evaluation Table
The PMI technique structures decisions by examining positive, negative and interesting consequences before selection (de Bono, 1988).
[bookmark: _Toc234974708]Solution A: Online Pre-order and Click-and-Collect
	Plus
	Minus
	Interesting

	Low setup cost compared with delivery (+5).
	Website setup and transaction fees (-2).
	The platform could later include delivery (+3).

	Captures orders when calls are unanswered (+5).
	Basil requires training (-2).
	Customer data could support loyalty offers (+2).

	Improves planning and reduces waste (+4).
	Technical faults may interrupt orders (-2).
	Pre-orders may increase spending (+2).

	Offers payment and collection convenience (+4).
	Some customers may prefer telephone ordering (-1).
	Demand records may improve product decisions (+2).

	Total: +18.
	Total: -7.
	Total: +9.



Overall score: 20.
[bookmark: _Toc234974709]Solution B: Local Delivery
	Plus
	Minus
	Interesting

	Reaches home workers (+5).
	Driver, fuel and packaging costs (-5).
	Third-party partnerships (+2).

	Extends the trading area (+4).
	Delivery delays (-3).
	Subscription boxes (+2).

	Supports office orders (+3).
	Product damage risk (-2).
	Corporate catering (+2).

	Increases convenience (+4).
	Operational complexity (-4).
	Selected-day trials (+1).

	Total: +16.
	Total: -14.
	Total: +7.



Overall score: 9.
[bookmark: _Toc234974710]Appendix 2 - Task 4a: Implementation Plan
Problem being solved: declining sales, missed orders and limited customer access.
Solution being implemented: online pre-order and click-and-collect system.
	Task
	What
	When
	Who
	Done

	1
	Customer research: ask customers about preferred products, payment methods and collection times.
	Week 1.
	Basil.
	At least thirty responses recorded.

	2
	Platform selection and design: compare affordable providers, choose a system, upload products, prices, photographs and collection slots.
	Weeks 2–3.
	Basil and a freelance developer.
	Working prototype approved.

	3
	Testing and training: process trial orders, verify payments, check notifications, prepare collection procedures and correct faults.
	Week 4.
	Basil, developer and bakery assistant.
	Ten successful test orders completed without major errors.

	4
	Launch and review: promote the service through shop signage, email and social media, then monitor orders, revenue, customer comments and costs.
	Weeks 5–8.
	Basil.
	Launch completed and first monthly review recorded.



The phased plan links tasks, responsibilities and controls, supporting coordinated implementation and risk management (Kerzner, 2022).


[bookmark: _Toc234974711]Appendix 3 - Task 5a: KPI and SMART Objectives
Key Performance Indicator: percentage increase in monthly sales revenue after launching online pre-ordering.
	Objective
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Objective 1: Online adoption
	Generate digital orders.
	Achieve at least 80 online pre-orders monthly.
	Existing customers can move from telephone ordering.
	Adoption confirms that customers value the channel.
	Within three months.

	Objective 2: Missed orders
	Reduce lost requests caused by unanswered calls.
	Achieve a 50 per cent reduction against the four-week pre-launch baseline.
	The website accepts orders when Basil is busy or closed.
	Fewer missed orders should protect revenue.
	Within eight weeks.

	Objective 3: Sales improvement
	Increase monthly revenue.
	Achieve 10 per cent growth compared with the corresponding previous-year month.
	Convenience and promotion should attract purchases.
	Revenue growth addresses the bakery’s viability problem.
	Within six months.



Orders will be reviewed weekly and Revenue, costs, cancellations and complaints will be reviewed monthly by Basil. Clear, effective and accountable performance control (Doran, 1981) is facilitated by SMART targets, and connected financial and operational measures facilitate evaluation (de Araújo et al., 2024).
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