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[bookmark: _Toc237278027]Introduction
Basil’s Bakery is an independent bakery that trades baked products in Coventry, which specializes in the organic cakes, pastries and breads. By 2023 the sales remain 25% below of 2019 levels because of reduced foot traffic in retail parks, the growth in remote working and increased operation expenditures. Delivery and pre-order are also demanded by the customers. This report will state the primary issue, formulates two solutions and discusses and analyses them, suggests the best solution, evaluates the risk, provides an implementation plan and measures the success based on the KPIs.
[bookmark: _Toc237278028]Proposed Solutions
[bookmark: _Toc237278029]Solution 1: Online Ordering and Delivery Service 
Basil’s Bakery needs to consider an online ordering system via a site or an app whereby the customer can make orders to be delivered at home or delivered to their office or to pick them up on the Click and Collect system. To take advantage of the territory the bakery may partner with other established delivery services or employ local delivery drivers to increase its market base (Fan, 2024). This must reach customers that now work from home or no longer visit the retail park, compensate falling footfall, expand convenience, appeal to new customers and boost sales revenue by being available to more people.
[bookmark: _Toc237278030]Solution 2: Digital Pre-order and Click-and-Collect System 
An online Pre-order and Click and Collection service must enable the customers to have products ordered online and set a time they would like to receive their products before landing (Stonke, Perret, and Mehn, 2025). Such a solution would significantly cut back waiting times during peak times, make the service more efficient and satisfy the customer. Shop orders must enable Basil Bakery to plan better on production and would help eliminate food loss and managing inventory. The system is sensitive to the customer needs since they are pre-orders and improve the operational performance and repeated purchases.  
[bookmark: _Toc237278031]Evaluation of Solutions
The online ordering and delivery service (solution 1) under the PMI technique has a number of advantages such as the ability to reach a larger number of customers, better sales potential and convenience because of home, office and Click and Collect services. However, it further entails delivery fee, logistical sophistication and driver administration duties. The fact that it is capable of sustaining the future business growth with its potential of creating new sources of revenues, subscription, and catering services is interesting. The Digital pre-order and Click and Collect system (solution 2) reduces waiting time since it is faster to serve, creates fewer queues and becomes a better management of inventory as customers pre-order. However, the start-up expenses on web development, customer adaption and staff training program requirements are challenging. As an advantage is the advantage during the postulation of a customer database, launching of a loyalty programme and demand-forecasting to optimize the production planning and communication with customers.
The PMI analysis (appendix 1) found that the Solution 2: Digital Pre-order and Click and Collect is most suitable since it requires, fewer investments, and functions and works more effectively and conveniently in comparison with the full delivery service. It has less operational risks and provides more prompt customer service enhancements. The solution is compatible with the business model that Basil has as it will decrease wait times, increase customer satisfaction, and planning production becomes easier.
[bookmark: _Toc237278032]Implementation Plan
The activities involved in implementation, will be scheduled in a very logical sequence, so as to minimize the degree of disruption and successful implementation of Digital Pre-order and Click-and-Collect System. The initial process involves an analysis of customer needs whereby, the new system will be receptive to the existing customer needs particularly, what customers demanded including pre-ordering and access to improved convenience of services (Dominidiato et al., 2024). Moreover, the other factor of software development is the choice of the right technology supplier before developing a system, which results in a customer being able to install the right software within the available budget. The test is done prior to launch to detect and fix technical problems, test the payment processing and ensure the ordering site is functioning correctly, minimizing the chances of customer dissatisfaction. 
The training of the staff is necessary since employees are supposed to know how to handle web orders, collection calendar and customer queries in an effective manner so that the quality of service will be the same during the first day of operating (Saydam, Borzyszkowski, and Karatepe, 2024). Marketing must be done right before the official roll-out to harness the customer awareness, expedite early adoption and create first demand by way of promotional activities and social media. In addition, the final step of implementation is complemented by constant monitoring because the customer preferences, sales performance, and operation efficiency must be regularly resorted to. Monitoring key performance indicators, reflections of customers and order volumes, Basil Bakeries is able to identify what needs to be developed and make the right decisions and change the business strategies where necessary (Appendix 2). 
[bookmark: _Toc237278033]Key Performance Indicator (KPI) 
The primary KPI is to increase online pre-orders by 30% within six months after the Digital Pre-order and Click-and-Collect System was implemented. This KPI is very specific and measurable, and it is directly geared towards the objective of Basil achieving increased sales and at the same time enhancing customer convenience. Each month online pre-orders screens will be used to obtain information that will enable Basil to gauge customer uptake, official performance trend and whether the new system is performing well in addressing the falling footfall, contributing towards improvement in business operations and sustainable business growth (Isen et al., 2026).
Moreover, Basil Bakery monitors the number of sales each week, the number of online pre-orders and site traffic to determine customer adoption rates and business growth. The levels of satisfaction will be assessed by customer survey and customer reviews and the level of service efficiency by the average waiting time (Qin, Xu, and Wang, 2023). Repeat customer rates will give indicators of customer retention and customer loyalty. The monthly reviews of the performed KPI will be used to compare the actual performance with the set targets to enable the use of informed decisions. To improve the performance and achieve the business objectives (Appendix 3), Basil must alter the marketing and promotion campaigns as well as communicate effectively to the customers.
[bookmark: _Toc237278034]Risk analysis
The risk analysis describes the important risks involved in the implementation of the Digital Pre-order and Click-and-Collect System by Basil. Low customer adoption is a major risk since some customers might choose to use the old mode of direct walking into the store and purchase the product, this can be minimized using social media advertising, in-store advertisement and launch offer (Appendix 4). The technical systems are likely to have a failure that leads to a disruption of the ordering and payments hence this system needs to be maintained, tested as well as supported regularly. Lack of training can cause employee resistance or resistance of the staff, and this may jeopardise the operational efficiency therefore employees must be provided with a practical training ahead of the launching (Shroff, Shah, and Gajjar, 2022). Project cost overruns can be mitigated by using comparisons of the suppliers, budgeting and tracking of the funds. This is subject to threat of data security issues that could undermine customer trust or confidence in their payments which would require secure payment system and data protection. Such consistent monitoring, feedback and review of KPI will enable Basil to detect the risks that are starting to develop at an early stage and take corrective measures successfully.
[bookmark: _Toc237278035]Key Findings 
The discussion has led to the observation that Basil Bakery has been experiencing declining sales due to reduced footfalls in the retail parks, increased home operating and operating cost. The future competitiveness further includes online pre-ordering because customers are more pre-disposed to convenient digital services. The Digital Pre-order and Click-and-Collect System emerged as the preferred choice compared to the rest of the suggested options based on the PMI evaluation because of its reduced investment cost, easier implementation and operational efficiency. Furthermore, risk analysis has revealed that the risks of implementation can be handled using suitable mitigation strategies. In addition, the proposed implementation strategy through the assistance of certain KPIs and SMART goals also provides a practical framework of monitoring the performance and introducing the sustainable development of the enterprise.
[bookmark: _Toc237278036]Conclusion 
Therefore, Basil Bakery is facing severe problems because of low foot fall traffic in the retail stores, changing customer behaviour and incremental operating expenses. The most appropriate solution, as demonstrated during the analysis is the introduction of a Digital Pre-order and Click-and-Collect System since it will allow to increase customer convenience, reduce waiting time and operation efficiency and decrease the price of the implementation, compared to a full-scale implementation of a service of delivery. The assisting risk analysis, implementation plan, KPIs and SMART objectives provide methodized plan of a successful execution and additional monitoring of the performance. The approach makes customers feel satisfied, enhance the long-term sustainability and competitiveness of Basil bakery sales.
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	Risk
	Description
	Likelihood (1–5)
	Impact (1–5)
	Risk Score (L × I)
	Risk Level
	Mitigation Strategy

	Technical system failure
	Website or ordering system experiences technical issues or downtime.
	2
	4
	8
	Medium
	Regular system maintenance, software updates and technical support.

	Low customer adoption
	Customers continue using traditional walk-in purchases instead of online pre-ordering.
	3
	4
	12
	High
	Promote the service through social media, in-store advertising and introductory offers.

	Staff resistance or insufficient training
	Employees struggle to use the new digital ordering system effectively.
	2
	3
	6
	Medium
	Provide comprehensive staff training and ongoing technical support.

	Online payment or order processing errors
	Payment failures or incorrect order processing reduce customer confidence.
	2
	4
	8
	Medium
	Test the system thoroughly before launch and monitor transactions regularly.
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Launch the online pre-order

|and Click-and-Collect system.

|successfully launch the system
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[Achieved by selecting a suitable
lsoftware provider, developing
the platform and completing
|system testing.

Isupports Basil's digital
{transformation and improves
lcustomer convenience.

| Within 8 weeks.

[Train all bakery staff to
loperate the new digital
lordering system.

100% of employees complete
training before the system
lgoes live.

|Conduct practical training
|sessions and provide user
lguides.

Ensures employees can
efficiently manage online
lorders and customer
[collections.
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launch (Week 6).

Reduce customer waiting
time during order collection.

Reduce average customer
| waiting time by 40%.
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[collection times and advance
lonline ordering.

Improves service efficiency
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implementation.
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implementation.
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[online payments.
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|walk-in purchases.
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[through modern digital services.





