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1: Overview of Basil’s bakery 
[bookmark: _Hlk205979492]
[bookmark: _Hlk205982497]Basil Bakery is a small independent bakery located in a retail park in Coventry. Although the business experienced steady growth between 2015 and 2019, sales have declined since the covid-19 pandemic and remain at approximately 25% below pre-2020 levels. The root of the problem is the reduction in customer footfall and changes in customer behavior (Philp et al., 2021; CIPD, 2024).Fewer shoppers visit the retail park, some local workers have been made redundant and many office workers now work from home (CIPD, 2024).In addition, Basils currently offers neither delivery nor an effective pre-order system, limiting customer convenience and contribution to declining sales and business viability 






















Two Proposed Solutions
(A) online ordering and home delivery service 

The first proposed solution is the introduction of an online ordering and delivery service. Customers would be able to place orders through a website or mobile application and have products delivered directly to their homes or workplaces (New York Post, 2026). This would allow Basil’s Bakery to reach former customers who now work remotely or no longer visit the retails park regularly. The service would also increase convenience and help the business compete with larger food retailers that already offer delivery options (Trasberg, 2022). By expanding the customer base beyond walk-in visitors, the bakery could generate additional sales revenue, improve customer satisfaction, and reduce its reliance on declining retail park footfall.

(B) HIRING MORE STAFF 

Basil Bakery didn't have a Digital Pre-Order System or Collection System set up when COVID19 hit. They should have hired and trained staff capable of working during the pandemic – this would have prevented losses, retained existing customers, and attracted new ones, effectively requiring a shift in working patterns.
The Changing Work Pattern solution involves introducing a more flexible way of serving customers through a Digital Pre-Order and Collection System. Customers can place orders online and collect them at a convenient time, reducing waiting times and improving accessibility. This approach requires lower costs and fewer resources than a home delivery service while helping Basils Bakery adapt to the increasing number of customers who work from home or have changed their shopping habits since the COVID-19 pandemic. The system is expected to improve customer convenience encourage repeat purchases, and support long-term sales. 




Evaluation Results and Justifications

Based on the PMI evaluation, (see appendix 1) the Digital Pre-Order and Collection System is the preferred solution for the people. The criteria used were cost, ease of implementation, impact on sales, customer convenience and long-term sustainability. These criteria were selected because Basil's Bakery is experiencing declining sales while also facing increasing operating costs. Greater weighting was given to cost and impact on sales, as these factors have the greatest influence on the business's future and viability. The Digital Pre-Order and Collection System scored highly because it directly addresses customer requests, reduces waiting times and allows customers to place orders even when Basil is busy baking. Unlike a delivery service, it requires less ongoing expenditure and fewer staffing resources (Trasberg, 2022; New York Post, 2026). This solution is therefore more practical and financially achievable for a small independent bakery like Basil’s bakery is. Overall, it offers the strongest balance of benefits, risks and affordability, making it the most appropriate option to progress with. Additionally, this solution provides flexibility for future business growth, allowing Basil’s Bakery to adapt to changing customer needs while maintaining efficient operations, improving overall service quality and supporting long-term competitiveness within the local market making it the most appropriate option to progress with, at this stage. 








Justifications for the Implementation Plan
The implementation plan (See appendix 2) has been organised in a logical sequence to ensure the successful introduction of the Digital Pre-Order and Collection System. The first stage is researching and selecting a suitable online ordering platform, as this forms the foundation of the project. Once the platform has been chosen, it can be set up and tested to ensure it functions correctly and meets customer requirements. Staff training is scheduled after the system has been installed so employees understand how to process and manage online orders effectively. Testing is completed before launch to identify and resolve any issues that could affect customers (GOV.UK, 2025). Finally, marketing activities are carried out to promote the new service and encourage customers to use it. This order reduces risks, minimises disruption to daily bakery operations and ensures the system is fully operational before being introduced to customers.

 Justifications for the KPI and SMART Objectives
Objective
To increase Basils Bakery's monthly sales revenue by 15% within 6 months of implementing the Digital Pre-order and Collection System.
The SMART objective is to increase monthly sales by 15% within six months of implementation. This objective is specific because it focuses on sales growth, measurable through revenue figures, achievable for a small business introducing a new service, relevant to Basil's aim of improving business performance, and time-bound with a six-month target.

Performance indicators
The chosen KPI (See appendix 3) is monthly sales revenue, as this provides a clear indication of whether the Digital Pre-Order and Collection System is helping the bakery attract more customers and increase income (Pestle Analysis, 2024). This KPI is easy to measure using sales records and can be monitored regularly to track progress. Together, the KPI and SMART objective will allow Basil to assess whether the solution has been successful and whether any further improvements are required.

7) Key Findings
[bookmark: _Hlk208302504]The investigation into Basil's Bakery identified several factors contributing to the decline in sales and overall business performance. Analysis of the case study showed that customer behaviour has changed significantly since the COVID-19 pandemic, with more people working from home and fewer customers visiting the retail park. In addition, increasing operating costs, inflation and reduced footfall have created further challenges for the business. The lack of an online ordering system and limited customer convenience were also identified as key weaknesses that have prevented the bakery from adapting to these changes.
Two potential solutions were proposed and evaluated. The first solution was the introduction of a Local Delivery Service, which would allow customers to receive bakery products directly at home. The second solution was the implementation of a Digital Pre-Order and Collection System (Trasberg, 2022; New York Post, 2026)., enabling customers to place orders online and collect them at a convenient time. Both solutions offered benefits; however, the PMI evaluation demonstrated that the Digital Pre-Order and Collection System was the more suitable option. This solution achieved a stronger balance between cost, practicality and potential business benefits.
The preferred solution was supported by an implementation plan that outlined the key stages required for successful introduction, including system selection, installation, testing, staff training and marketing activities. These stages were organised in a logical sequence to minimise disruption and ensure the system would operate effectively before being launched to customers. In addition, KPIs and SMART objectives were developed to measure the success of the solution and monitor improvements in sales performance over time.
Overall, the findings indicate that Basil's Bakery must adapt to changing customer expectations to remain competitive and improve profitability. The Digital Pre-Order and Collection System provides a realistic, cost-effective and sustainable method of increasing customer convenience and encouraging repeat business. If implemented successfully, the solution should lead to higher sales, improved customer satisfaction and stronger long-term business performance. It is therefore recommended that Basil's Bakery proceeds with the implementation of the Digital Pre-Order and Collection System as its preferred strategic solution.
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Appendix 1 –  3a

PMI Evaluation Table
	Online ordering and home delivery service 

	Plus
	Minus
	Interesting

	Covid safety                        5
	No more organic food       -5
	New options for sale           5

	Rises customers’                5
	More staff needed            -3
	New offers                          5

	
Rises profit                          5
	Covid spray risk               -5 
	New skills                           5

	
	
	

	
TOTAL:                       15
	
TOTAL:                     -13
	
TOTAL:                       15  




Therefore: Overall Total for Name (for Solution A) = 17












	                       PMI Table Changing Work pattern

	Plus
	Minus
	Interesting

	Customer accessibility       5
	Potential feeling of isolation or missing out on spontaneous team collaboration                    -4
	Team communication dynamics evolve                 5

	Better work life balance     5

	Difficulty “switching off “and blurring the boundaries between work and home   -5
	New opportunities for asynchronous work           5

	Improve focus and fewer workplace distractions       3     

	Risk of overworking if expectations aren’t managed                                          -5        
	Adaptations                       5

	
	
	

	
TOTAL:                      13
	
TOTAL:                      -19
	
TOTAL:                        15




Therefore: Overall Total for Name (for Solution B) = 9  
[bookmark: _Hlk210816971]







Appendix 2 –  4a
Implementation Plan

Name the problem you are solving: Declining sales due to reduced customer footfall and lack of convenient ordering 
Name the solution you are implementing: Digital Pre-Order and Collection System
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	
 1

	Research and select a suitable online ordering platform


	Week 1


	Order/ Manager

	


	2
	
 2

	.
Set up the system, menu, pricing, and payment options  
	Week 2


	Owner and IT Provider 

	]

	3
	
3

	Test the system and fix and technical issues

	
Week 3

	Staff and IT Provider

	



	4
	4


	Train staff on order processing and customer support

	Week 4

	Manager
	 


	5
	5
	Launch a marketing campaing (social media, posters, website)
	Week 5
	Manager and staff
	

	6
	6
	Officially launch the Digital Pre-Order and Collection System
	Week 6
	All staff
	

	7
	7
	Monitor customer feedback and sales performance
	Months 2-6
	Manager
	

	8
	8
	Review KPI results and make improvements if required
	End of Month 6
	Owner/Manager
	

	
	
	
	
	
	



If staff resist the new Digital Pre-Order and Collection System, Basils Bakery can reduce resistance by:
Commutating the benefits clearly – Explain how the system will make work more efficient, reduce pressure during busy periods, and help increase sale.
Providing adequate training – Ensuring staff feel confident using the new system can reduce anxiety and build acceptance.
Involving staff in the implementation process – Asking for feedback and suggestions can help employees feel valued and more committed to the change.  
Offering ongoing support – Management should be available to answer questions and address concerns during the transition period.
Introducing the system gradually – Testing the system before full launch allows staff to adapt at a comfortable pace.
Overall, resistance can be managed through communication, training, involvement, and support, helping staff understand that the change is necessary for the bakery's long-term success.

· 

Appendix 3 –  5a

The Key Performance Indicator is: Monthly Sales Revenue – measured each month and compared with the bakery's sales before introducing the Digital Pre-Order and Collection System. This KPI directly measures whether the new system is increasing customer purchases and overall business income.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increases monthly sales revenue through the Digital Pre-Order and Collection System



	Achieve 15% increases in monthly sales revenue compared with the baseline sales figure. 

	15% increases are realistic for a small bakery introducing a more convenient ordering service.  



	Increased sales will help Basils Bakery recover from declining revenue and improve business performance.  




	Achieve the target within 6 months of implementing the system.
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