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Section 1: Overview of the Case Study and Problem Definition

An independent business based in Coventry, called Basil’s Bakery, is undergoing a viability crisis driven by environmental factors and the changing of consumer habits. Their sales have deteriorated more than 25% below pre-pandemic levels.  The decline has come from a highly reduced footfall in the retail park, local businesses closing down and the change of corporate staff’s working patterns, such as becoming hybrid. At the same time, the business’ overheads have increased, such as their rent, business utility costs and the prices of organic ingredients. The method of operation that Basil is currently working with, is unable to meet demands such as local deliveries or pre-orders. This is due to constraints with staffing. For the above reasons and without any adaptation, Basil’s Bakery is facing a lot of uncertainty and financial unsustainability.

Section 2: Proposed Solutions
There are multiple strategies a business can implement to combat difficult periods and stagnant sales. Primarily, this would be to shift and adapt to consumer habits. 
Solution 1 – A click & collect portal
The system of pre-ordering and collecting, lets office workers place orders and schedule a suitable pick-up time slot in advance. This addresses the bottleneck of queues at peak times, and ensures no sales are missed due to missing calls on the business landline, and ensures Basil isn’t taken away from his duties.  Research indicates that click and collect systems, help with operational output, customer satisfaction and smoothens out demand during peak hours. (Grewal et al., 2020)

Solution 2 – Delivery Platforms & Apps
Basil can benefit from the highly relied upon apps, such as Deliveroo or Just Eat, to serve customers who are now absent from offices and work from home across the city of Coventry. This is beneficial as it allows Basil to be flexible with his delivery set up and not forced into having his own delivery infrastructure with ongoing costs and overheads. There is a commission charge rate for these services however, between 25% and 35% on each order. This would affect Basil’s margins of profit on the higher value and organic products. (Lee et al., 2022)




Section 3: Solution evaluation and selection 
3a. PMI (Plus, Minus, Interesting) Technique Evaluation
To understand whether the proposed solutions would be viable for Basil’s Bakery, a framework known as PMI, by Edward de Bono, was used. The framework in use can be seen in Appendix 1.
Solution 1 – The click and collect portal has multiple plus factors. This includes the elimination of queues at peak times, full and enhanced profit margins, and being able to generate a schedule to align with the pre orders. Minus factors include setup costs and technology for the customers to be enabled to use the service. Interesting elements consist of production cycles becoming predictable, and utilising customer data for marketing purposes.
Solution 2 – The use of delivery platforms and apps has plus factors too. The main primary one being that customer reach is increased, as remote workers can receive the products across Coventry. There are however, major minus factors with this solution. The rates of commission per order will have a significant impact on the profit margin. There is also always the risk of products being damaged during transit, and the chance of the brand being overshadowed. Interesting factors focus on placing the priorities of the operation on dispatching courier orders, instead of the demands within the store and managing the queues.

3b.  Evaluation Analysis & Selection
Going off the analysis of the two solutions above, for Basil’s Bakery, it would certainly benefit more from Solution 1 – The click and collect portal.  Though the use of delivery platforms and apps will help the bakery with its customer reach, the negative factors are likely to affect the profit margins severely, especially considering Basil’s overheads being on the rise. 
The click and collect portal will address and mitigate the bottlenecks that the Bakery is facing currently, with regards to demands for pre-orders and ensures the queue at the store remains manageable. This is all achievable without having to worry about high commissions per order or needing Basil to leave his duties. By maintaining and controlling the demands during peak hours, and having a digital customer relationship and contact point, it will assist with restoring sales and customer retention.




Section 4: Implementation Plan and Rationale
4a. Implementation Plan
The implementation process for the click and collect portal, is likely to span into an 8-week timeline – consisting of different phases. This will include selection of a vendor, setting up software and integrating the menu and products, testing and training with the staff and then finally, preparing marketing techniques for the deployment.
The first couple of phases will be Basil choosing an appropriate vendor or application to host his click and collect service.  Basil will need to focus on minimising his expenses when choosing one and keeping on top of the set up lead time.
The following phases will be the set up process. This includes receiving the delivery of the hardware and testing the software to ensure it meets Basil’s demands. A device will be displayed in the counter area, and testing and training with the staff will begin during quieter hours to keep disruption limited.
Finally, the launch of the service and sharing the new method of ordering with customers. Basil can display QR codes around the store, flyers with promotional offers and sharing it out in the local community.
4b. Implementation Justification
The timeline for the process to be implemented ensures deployment is quick, whilst concentrating on mitigating any risks to the concurrent operations. Carrying out staff training and testing later, also helps to guarantee comfort with the staff members, familiarity of the platform, and provides a sense of reliability before going live.
Ensuring the correct contacts are in place will be vital for Basil, as it will allow him to remain focused on the daily operations of his bakery. This will include having a dedicated consultant to assist with the configuration of the software. To finish off the implementation, the promotional activities are kept right until the end, to allow customers to immediately adopt the service and help it build momentum.



Section 5: Performance Monitoring & Metrics
5a. Key Performance Indicator (KPI) and SMART Objectives
To conclude and evaluate the efficiency of the Click & Collect solution, KPI’s are measured as well as SMART objectives.
The main KPI will be the volume of pre-orders and the average of the order values.
SMART objective 1 – To try and achieve a 20% increase in the total revenue for the month, within a 6 month period of the launch of Click & Collect. 
SMART objective 2 – To capture 35% of peak orders (over lunch) via the Click & Collect portal within the first 3 months, to ensure pressure is relieved from in store staff. 
SMART objective 3 – To capture 250 or more users from the local community, in the pre-order system within 8 weeks of launch.

5b.  Monitoring and Evaluation Framework
The metrics below will be used to track and monitor the data driven feedback.
Basil will need to extract a weekly reporting metric from the bakery’s Point of Sale (POS) system and the click and collect portal to analyse the difference in order volumes, the busiest and most demanding pick-up times, and the best-selling items. This will assist Basil with scheduling the daily bakes, as well as maximising profits and minimising wasting ingredients.
Customer feedback will also be imperative for Basil. The customers can receive surveys post purchase, possibly through the click and collect portal. This will capture any suggestions for improvement and evaluate service quality. 



Section 6: Key Findings Summary
Main issue identified: Basil’s Bakery was facing a downshift in sales, up to 25% since pre-covid times. This was due to changing of work patterns for local office workers, overheads increasing and the inability to keep up with demand.

Selected solution: The integration of a Click & Collect portal helps Basil’s Bakery with managing queues at peak hours and enables all customers to purchase items without queuing for too long. 
Once implemented, it will need to be a phased roll out, to ensure a reliable vendor is chosen, the systems are tested and the staff are trained. This will all be followed by marketing strategies to increase awareness of the new service.
Performance tracking will be vital, as Basil will need to measure any success through analysing the data from the POS, tracking revenue growth and any pre-order data over a few months.
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Appendices: 
Appendix 1: PMI Evaluation Matrix
	Solution
	Plus (+)
	Minus (-)
	Interesting (?)

	Solution 1: Click & Collect Portal
	• Retains 100% of sales margin.


• Eliminates peak-period in-store queues.


• Enables exact organic inventory planning based on advance orders.


• Resolves missed phone pre-orders. 

	• Requires initial capital investment for software setup.


• Requires initial customer transition/adoption phase.


• Does not reach non-local commuters who remain at home. 

	• Provides valuable customer data for personalised marketing.


• Smooths daily baking cycles into predictable batch windows.


• Creates opportunities for automated upselling (e.g., add-on coffee/pastry).


	Solution 2: Third-Party Delivery
	• Reaches home-working customers outside the retail park. 
• Leverages existing platform user bases.
	• High commission fees (25–35%) erode profit margins.
• Risk of product damage during courier transit.
• Loss of direct customer connection and brand control.

	• Exposes brand to new demographics across wider Coventry.
• Operational stress shifts to delivery dispatch rather than store queue management.




APPENDIX 2: Action Plan & Implementation Schedule
	Phase
	Activity / Task
	Timeline
	Responsible Person
	Resource / Tool Required

	1. Procurement
	Select and license a web-based Click & Collect platform. 

	Weeks 1–2
	Business Consultant & Basil
	Software demo, tablet hardware budget. 


	2. Setup
	Configure app with menu items, organic pricing, and batch pickup slots. 

	Weeks 3–4
	IT / Software Consultant
	Menu catalogue, pricing data, daily batch limits. 


	3. Testing
	Install receipt/order printer. Perform live test orders in kitchen. 

	Weeks 5–6
	Basil & Counter Staff
	Fulfilment tablet, local Wi-Fi, test order scenarios. 


	4. Onboarding
	Train counter staff on order processing and customer pickups. 

	Week 6
	Basil
	Operational guidelines, peak-hour protocol cheat sheet. 


	5. Launch
	Distribute QR code promotional flyers to surrounding office units. 

	Weeks 7–8
	Marketing Consultant & Staff
	Printed QR flyers, social media announcements. 



