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Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
Since opening in 2015, Basil’s Bakery has built a strong reputation for producing quality artisan baked goods.

However, sales remain below pre-pandemic levels, making the business less financially sustainable. This decline is linked to lower shopping-centre footfall, changing customer habits, more remote workers and rising business costs.

The lack delivery and limited pre-order options also reduces customer convenience and causes Bail to miss opportunities to increase sales and attract new customers.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Online Ordering and Local Delivery
Bail could introduce online ordering and local delivery. Many customers now work from home and have asked about delivery.

A website or delivery platform would allow customers to order bread, cakes and pastries without visiting the shop. This could help Basil reach customers who no longer visit the retail park, increase sales and attract customers from nearby areas.



Solution B: Digital Pre-order System.
The second option is digital pre-order system through a website or mobile app. Customer could place orders in advance and choose a suitable collection time.

This would reduce waiting times and prevent Bail from missing telephone orders when he is busy. It would also improve production planning, reduce food waste and support better stock management. 

Compared with current process, the system is relatively inexpensive and could improve customer satisfaction and encourage repeat business.


Task 3b) Evaluation Results and Justifications
To identify the most appropriate solution for Basil’s Bakery, a PMI (plus, minus, interesting) analysis was used to identify the most suitable solution. Developed by Edward de Bono, PMI provides a structured comparison of the advantages and disadvantages of different options (de Bono,1992).  
 
Explanation of solution A
Online ordering and local delivery would allow Bail to reach customers who work from home or no longer visit the retail park.
It could increase the bakery’s market reach and sales. However, delivery would require investment in transport, packaging fuel and possibly additional staff.

This is a concern because Basil is already facing higher operating costs. Therefore, although delivery offers long-term opportunities, it carries greater financial risk.


EXPLANATION OF SOLUTION B
This digital pre-order system provides stronger overall benefits because it directly addresses long waiting times, missed telephone orders and inefficient production planning.

It requires less investment than delivery while improving customer service and operational efficiency. It can also help Basil forecast demand, reduce food waste and manage stock more effectively.

As customer have already requested a pre-order system, it directly responds to their needs.


Overall solution B is the most practical, affordable and sustainable and sustainable option. A delivery service could be considered later when the bakery’s financial position and sales have improved.

Therefor, the digital pre-order system should be implemented first because it offers the greatest benefits without lower financial risk.

Task 4b) Justifications for the Implementation Plan
The implementation plan introduces a digital pre-order system at Basil’s Bakery. Each stage is justified because it addresses the key problem identified in the case study, including declining sales, long customer waiting times and missed orders.

First, Basil will research and select an online pre-order platform. Comparing costs and features will help him choose a system that meets the Bakary’s needs and budget, reducing the risk of choosing an unsuitable provider.

Second, the website developer and Basill will build and test the system. Testing is important to identify technical problems before lunch and ensure customers can place orders. Effective change management requires planning and implementation (CIPD, 2025).

Third, staff will be trained to manage online orders, update products and organise collection times. This will help employees use the new system and reduce mistakes.

Finally, Basil will promote the service through social media, posters and words-of-mouth.
Customer feedback will be monitored so improvements can be made.

Overall, the plan provides a clear sequence of research, development, training and promotion. The target of 20% increases in online pre-orders within six months is SMART (Mind Tools, 2026).

[bookmark: _Hlk205981688]Task 5b) Justifications for the KPI and SMART Objectives

Justification for the KPI and SMART objectives 
The key performance indicator (KPI) selected for this project is the number of online pre-orders received each week. This directly measures whether customers are adopting the new ordering system. Monitoring weekly online orders allows Basil to evaluate customer engagement and determine whether the implementation is increasing sales and improving convenience.

The SMART objectives were developed to ensure that the implementation can be measure and evaluated effectively. This first objectives is to launch the digital pre-order system within three months. This is Specific because it focuses on one clear action, Measurable because progress can be monitored, Achievable with the planning deadline, Relevant to customer demand and Time-bond by the three-month deadline.

The second is to increase online pre-orders be 20% within six months of implementation. This target is measurable through weekly sales reports and supports the business goal of increasing revenue.

The third objective is to reduce customer waiting times by 30% within six months. Shorter waiting times should improve customer satisfaction and encourage repeat purchases. Therefore, together these KPI and SAMART objectives provide clear performance measures that enable Basil to monitor progress, identify any problems and evaluate whether the digital pre-order system has successfully improved business performance. (Kaplan and Norton, (1996) 


Task 7) Key Findings
[bookmark: _Hlk208302504]
Basil’s Bakery has experienced 25% decline in sales since 2019 due to reduced customer footfall, remote working and rising business costs. Although customer feedback identified a demand for online pre-ordering and improved convenience. 

Two solutions were evaluated using a PMI analysis. The digital pre-order system achieving the highest overall score, because it improves customer service, reduce waiting times, supports stock management and requires relatively low investment.

Therefor, implementing the digital pre-order system is the most practical and sustainable solution. Supported by appropriate KPI and SMART objectives, it can improve customer satisfaction, increase sales and support the long-term sustainability of Basil’s Bakary (Kotler and Keller, (2022) (Doran,1981)




Reference List

CIPD (2025) Change Management. CIPD | The Professional Body for HR & People Development

De Bono, E.9(1992) Serious Creativity: Using the Power of Lateral Thinking to Create new ideas. London: Harper Collins.

Lock, D(2020) Project Management. 11th edn. London: Routledge.
(Lock, 2020)

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

Kaplan, R.S and Norton, D.P(1996 The Balanced Scorecard: Translating strategy into Action. Boston: Harvard Business School press Available at:…. (Accessed: (10/08/2026 )

Kotler, P. and Keller, K.L. (2022) Marketing management. 16th Global edn. Harlow: Pearson.  Access (08/08/2026)


















Appendices


Appendix 1 – Task 3a

PMI DIAGRAM – SOLUTION A, INTRODUCING AN ONLINE ORDERING AND LOCAL DELIVERY SERVICE.
	PLUS
	MINUS
	INTERESTING / IMPLICATIONS

	Reaching customers who work from home (+5)
	High delivery set up costs (-4)
	Can attract customers outside the retail park (+4)

	Increases sales opportunities (+5)
	Fuel and vehicle expenses (-4)
	Create opportunity for future business growth (+3)

	Improves customer convenience (+5)
	Additional staff may be required (-3)
	Could partner with delivery platform (+3)

	Responds to customer requests (+5)
	Delivery delays could affect customer satisfaction
	Strengthens the bakery’s competitive advantage (+3)

	Helps reduce dependence on retail park footfall (+5)
	Higher packaging costs
(-2)
	Provide an additional source of revenue (+3)



TOTAL PLUS= +24   TOTAL MINUS= -16 TOTAL INTERESTING= +16
OVERAL PMI SCORE= +24



PMI diagram, Solution B Introduce a digital pre-order system. 
	PLUS
	MINUS
	INTERESTING/ IMPICATIONS

	Reduces customer waiting time (+5)
	Initial website/app setup cost (-3)
	Customer ordering data can improve marketing (+3)

	Improve customer satisfaction (+5)
	Staff requires basic training (-2)
	Loyalty schemes could be introduced (+2)

	Prevents missed telephone orders (+4)
	Technical problems may occasionally occur (-2)
	Better production planning (+4)

	Improves stock management and reduces food waste (+5)
	Some customer may continue using traditional ordering (-1)
	Easier forecasting of daily demand (+3)

	Relatively inexpensive to implement (+5)
	Website maintenance required (-2)
	Supports future business growth (+3)



TOTAL PLUS= +24 TOTAL MINUS= -10 TOTAL INTERESTING= +29 
OVERALL PMI SCORE =29





Appendix 2 – Task 4a
Implementation Plan
Name the problem you are solving: Declining sales, reduced customer footfall, long customer waiting times and missed customer orders due to the lake of a digital pre-order system.
Name the solution you are implementing.  Implementation of a Digital pre-order system through a website for click and collect orders.
	WHAT

	HOW

	WHEN

	WHO

	Research and select a suitable online pre-order platform for online pre orders.

	
Compare different website providers, costs and features before selecting the most appropriate platform.
	
Week 1

3rd July-10th July


	

Basil

	Launch the digital pre-order service and train Basil to manage online orders.

	Work with website a website developer to build the website, upload products, test the ordering process and fix the technical issues before launch.
	
10rd July22th July


	

Website Developer and Basil

	Train staff and launch the digital pre-order service

	
Demonstrate how receive orders, update products, manage collection times and monitor customer request.
	

22rd August 15th August

	

Website Developer and basil

	Promote the new service and monitor customer feedback
	Advertise through social media, posters in the bakery, word-of-mouth recommendation and encourage customer feedback to improve the service.

	
15rd August 10th September


	Basil



Appendix 3 – Task 5a

The Key Performance Indicator is: Increase the number of online pre-orders by 20% within six months the introduction of the digital pre-order system.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Introduce a digital pre-order system to improve customer convenience and reduce waiting times



	
Achieve a 20% increase in online pre-order reduce customer wating times by 30%

 


	
The target is realistic because the bakery already has loyal customer requesting a pre-order service



	
The objective directly addresses declining sales, customer satisfaction and operational efficiency identified in the case study




	
The objective will be achieved and reviewed within six months of implementation
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