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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
Basil’s Bakery is a small independent business in Coventry, UK. The business is owned and operated by Basil, an accomplished artisan baker who specialises in contemporary cakes, pasties and breads using high-quality organic ingredients. The bakery has built a loyal customer base, however, sales and profitability have declined, with revenue remaining 25% below since 2019 levels.
[bookmark: _Hlk205982497]Basil bakery’s root problem is an outdated and inefficient operating model that is limiting its ability to respond to changes in customer behavior, manage stock effectively and maintain efficient workflow.  The reliance on walk-in customers, the increase in customers working from home, paper-based inventory tracking and poor communication are contributing issues.

Task 2: Two Proposed Solutions
Solution A Proposal - integrated POS and inventory management system

Integrated cloud-based POS and real time inventory management software. This solution replaces Basil’s manual cash registers, paper based and stock records with an integrated POS system linked to inventory management. Each sale automatically updates stock levels based on ingredients used in each sale, improving stock accuracy and helping to reduce waste. Lipnik and Capar  (2025) found that effective inventory management in small bakeries can improve production and procurement planning while reducing food waste and supporting economic performance Therefore, implementing an integrated POS system would provide Basil with real time sales and inventory data, helping to improve production planning and reduce stock shortages.

Solution B Proposal-Online ordering and click and collect/ delivery service
[bookmark: _Hlk205980222]
Solution B Online Ordering, click and collect Delivery service Online ordering, click and collect delivery service. This solution introduces an online ordering system that allows customers to place orders for collection or delivery. This will enable basil to serve customers who work from home or who are unable to visit the bakery and reduces waiting times during busy periods. 
According to a retail impact study by Mckinsey & company (2020), titled The Quickening: How Digital is transforming retail, business that implementing online ordering and click and collect experience a 30-50% increase in digital sales. This shift is primary driven by growing consumer preference for convenience based purchasing and pre-ordering of fresh goods. By introducing online ordering and delivery, Basil can retain his loyal customers and attract new ones and increase sales opportunities and improve profitability.



Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation in appendix 1, solution B, implementing a third-party delivery platform, concluded it is the most suitable option for Basil’s bakery. The evaluation applied five criteria, speed of impact, cost feasibility, digital skill requirements, customer reach and operational risk. The five criteria were chosen because they reflect the current challenges, including declining customer footfall, rising cost, no digital platform and lower sales. Speed of impact and customer reach were given the greatest importance because Basil needs solution that can increase sales quickly without a large upfront investment. As an independent bakery, he also has limited digital experience, so choosing a third-party delivery platform reduces the need for specialist technical skills and allows the business to start trading online more quickly. Although solution B involves platform fees and gives Basil less control over the customer experience, these disadvantages are outweighed the benefits. It provides immediate access to a wide customer base, support customers who work from home and creates new sales opportunities. For these reasons, solution B is the most appropriate option for helping Basil increase sales and potentially improve profitability.

Task 4b) Justifications for the Implementation Plan

The implementation plan is organised in a logical order to ensure the online ordering and delivery service is introduced effectively. The first step is selecting a suitable online platform, as this will provide the foundation for the remaining tasks.  Once the platform has been set up, prepare operational workflow for online orders, Basil and his staff will be trained on order management, package standards and coordinating orders during busy period. Next, Basil will use the platform tools to run discounts, bundle deal or free delivery to attract new customers. Finally, Basil will monitor performance by reviewing sales analytics and customer feedback to determine whether to see if menu prices, preparation times or the service needs to be adjusted. This structured approach helps minimise disruption while improving the chance of a successful implementation. Responsibility is shared between Basil, his staff and the delivery platform. The platform support team assist with the initial set up, staff help manage daily online orders, and basil oversees the implementation and reviews performance to ensure the service meets customer’s needs.
Task 5b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]
This KPI was selected because it directly measures whether the introduction of the third-party delivery platform is increasing online customer activity. It provides Basil’s Bakery with a clear numerical measure that can be monitored over time. This proposed solution aims to increase customers and sales while responding to declining footfall. Basil can also monitor online orders and identify whether the new digital channel is performing effectively or if any further changes are required.

Specific it focuses on increasing Basil’s bakery online sales through the introduction of a third-party delivery and online ordering service. This gives the business a clear focus rather than setting a general objective of simply “increasing sales”.
Measurable sets a target of achieving a 22% increase in online orders. Using a percentage allows Basil to compare online orders before and after implementation and objectively determine whether the target has been achieved.  Attainable because Basil can use an existing third-party platform rather than developing his own online ordering system. This reduces the technical knowledge, resources and investment required, making the target more realistic for a small independent bakery. Relevant because increasing online orders directly supports basil’s aim of increasing sales and reaching customers beyond those who visit the physical bakery. It also responds to the problem of declining customer footfall identified in the case study. Timebound is that basil’s bakery has a specific period in which to achieve the 22% increase in online orders. Setting a deadline allows Basil to monitor performance and evaluate whether the third-party delivery platform has achieved the intended results.

Task 7) Key Findings
· [bookmark: _Hlk208302504]Basil’s bakery is experiencing declining customer footfall and sales, indicating a need to reach customers through additional sales channels rather than relying on physical shop visits.
· Solution B, using a third-party delivery and online platform, was identified as the most suitable solution because it provides quicker access to a wider customer base without obtaining significant technical expertise or upfront investment.
· The PMI evaluation identified several benefits of solution B are increased customer reach, increased online sales opportunities, low technical requirements and access to established delivery infrastructure.
· The main disadvantage of solution B are platform fees, reduced control over the customer relationships and reliance on a third-party provider, meaning Bail’s bakery would need monitor costs and platform performance carefully.
· KPI and SMART objective provide a measurable way to evaluate the success of solution B, with the target of achieving a 22% increase in online orders allowing Basil’s Bakery to monitor whether the new digital channel is delivering the expected results.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Integrated POS and inventory management system Solution A


	Plus
	Minus
	Interesting

	Improves stock monitoring
	Initial implementation cost
	Can provide useful/ stock data

	Reduces stock waste

	Staff need training
	Could support future business growth

	
Improves efficiency
	Reliance on technology
	Could integrate with other digital system

	

	
	

	
	
	 



[bookmark: _Hlk210816971]
PMI Evaluation of solution B
(open University,n.d.)

	Online ordering, click and collect/ delivery service Solution B


	Plus
	Minus
	Interesting

	Access to larger customer base
	Platform fees/commission
	Dependence on platform algorithms 

	Increase online sales 

	Less control over the customer relationship 
	Platform provides customer/order data

	
Low technical requirements
	Reliance on third party
	Could be a stepping stone to wider digital growth

	
Built in support and delivery infrastructure 
	Competition on the platform 
	Outsourced market insights 

	
	

	


 



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing: 
	
	WHAT

	HOW
	WHEN

	WHO


	1
	
Register Basil’s Bakery on a third-party delivery platform
	
Create a merchant account, upload menu items set pricing

	Week 1
15th July 2026
	
Basil and platform onboarding support team


	2
	
Prepare bakery workflow for online orders


	
Train Basil and staff on order management, packaging and coordinating delivery orders

	
Week 2
22nd July 2026

	
Basil and staff 


	3
	
Launch promotional offers to attract new customer

	
Use platform tools to run discounts, bundle deals, or free delivery promotions.
	
Week 3
29th July 2026

	

Basil and platform marketing team

	4
	Monitor performance and optimise viability

	Review analytics and adjust menu, pricing, or preparation speed


	Week 4
10th August 2026


	
Basil 






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase Basil Bakery online sales by introducing a third-party delivery and online ordering service.





	
Increase online orders by 22%
	
Use a well-known delivery platform to avoid the need for significant technical investment or specialist digital skills




	
increases online sales will help address declining customer footfall and support the bakery’s aim of increasing revenue.



	
Achieve the 22% increase in online orders within 6 months of introducing the service
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