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1. Introduction and Nature of the Problem
Basil's Bakery is an independent artisan bakery situated in a Coventry retail park, providing organic cakes, pastries and breads to retail users, the general public and local office workers. While the business was bouncing back from the COVID-19 pandemic, the sales have not been up to 25% of what they were in 2019. All of these have impacted performance due to fewer customers, empty retail space, more home offices, higher operating costs, and lack of delivery and reliable pre-order service. This report examines solutions that can be implemented to enhance sales and sustain the business over the long-term.

2. Proposed Solutions 
2.1 Solution One: Online Ordering and Local Delivery
Basil's Bakery could offer an online ordering for their products with a local delivery for homes and workplaces in the vicinity. Orders would be made via a website or app; local delivery partners or a secondary driver would be used to run deliveries. The solution will assist in keeping customers that are now working remotely or less frequenting the retail park. This would catch more customers and develop more avenues for revenue than walk-in sales (Boyle et al., 2022).

2.2 Solution Two: Online Pre-order and Click-and-Collect
Alternatively, Basil could use online pre-order and click-and-collect system where customers can choose collection times beforehand. This would help to shorten waiting times at busy times, optimize production planning and limit food waste by more precise demand forecasting. Click-and-collect is a cost-efficient and simpler model than delivery services and a direct response to customers' demand for faster, easier shopping (Panzone et al., 2021).



3a. Evaluation of the Two Solutions Using PMI
	Solution
	Plus
	Minus
	Interesting

	Delivery Service
	Increases customer reach and expands convenience
	Greater delivery costs and logistics
	Opportunity to cover wider local markets

	Click-and-Collect
	Faster service, improved efficiency, and lower cost.
	Needs online ordering process
	Easily scalable as demand grows



The PMI analysis indicates that both solutions offer benefits. Click and collect, however, offers greater operational benefits at reduced costs and implementation, and is therefore the more practical (Winter et al., 2024).

3b. Preferred Solution
The proposed solutions can both have a positive impact on Basil's Bakery's sales and customer experience; the online pre-order and click and collect system is the preferred solution. It is more cost effective than a delivery service, in that it does not involve the recurring expense of drivers, vehicles or third party delivery companies (Bryson et al., 2021). It directly targets customer complaints over the length of time it takes to process an order, enabling orders to be prepared in advance of the collection, increasing the efficiency of the service and the level of customer satisfaction. The system also supports enhanced production planning, which helps Basil to minimise food waste and optimise stock management. Moreover, it is simpler to put in place with current employees and resources, and is an achievable choice for a small, independent bakery (Guilbert et al., 2022). Overall, click and collect is a low risk, low cost solution to boosting sales and aiding long-term business sustainability.



4a. Risk Analysis 
	Risk
	Likelihood
	Impact
	Mitigation

	Customers reluctant to use the system
	Medium
	Medium
	Promote benefits and provide staff assistance

	Initial implementation cost
	Low
	Medium
	Allocate a realistic implementation budget

	Staff require training
	Medium
	Low
	Deliver practical training before launch

	Technical issues
	Low
	High
	Use reliable software and technical support



A system of click and collect involves low risks. It may take time for customers to adopt it, and there may be technical challenges that affect ordering. However, the risks can be greatly minimised and implementation success is enhanced with effective staff training, reliable technology and appropriate budgeting (Semenova and Semenov, 2023).

4b. Feasibility 
The "click and collect" system is very viable as it involves a relatively low investment and technology that is widely available. Current employees can make use of this basic training to handle customer collections and don't need to hire extra delivery staff. The system responds to customer need for quicker service, while enhancing the efficiency of the service and minimising queues (Khaliq, 2021). The identified risk(s) are manageable with planning and training and the solution is appropriate for a small independent bakery looking to sustainable growth and satisfaction among customers.



5. Implementation Plan
5a. Implementation Plan 
The chosen click and collect model needs to be implemented in a controlled process to minimise disruption and facilitate successful adoption.

	Stage
	Activity
	Objective
	Responsibility
	Resources Required
	Expected Outcome
	Timescale

	Week 1
	Choose appropriate online ordering software.
	Choose a reliable ordering platform
	Basil
	Software research, budget
	Appropriate software selected
	1 week

	Week 2
	Create and set up the ordering page
	Create an accessible online ordering system
	Web developer
	Website hosting, software
	Functional ordering webpage
	1 week

	Week 3
	Educate staff on online order and collection procedures
	Ensure staff competence
	Basil
	Training materials
	Staff confidently operate the system
	1 week

	Week 4
	Check the ordering and collection process
	Identify and resolve operational issues
	Staff
	Test orders, customer scenarios
	Smooth and reliable ordering process
	1 week

	Week 5
	Lay the foundations for click and collect service.
	Introduce the new service
	Basil
	Marketing materials
	Customers begin using the service
	1 day

	Weeks 6–8
	Social media and in-store advertising can be used to promote the service.
	Increase customer awareness
	Basil
	Social media, posters, flyers
	Higher customer engagement and orders
	3 weeks

	Ongoing
	Track customer comments and system operation
	Evaluate effectiveness and identify improvements
	Basil
	Customer surveys, sales reports
	Continuous service improvement
	Continuous



This gradual process enables adequate time for technology development, employee training, and operating problems to be addressed prior to launch. Through continuous monitoring, Basil can enhance the quality of the services they provide and respond to customer feedback, which can help them sustain their business performance over time. Promotional activities can help to make people aware of the services which Basil provides.

5b. Justification of the Plan 
Implementation activities are planned in a logical sequence that will minimise disruption and maximise efficiency throughout the process. The platform selection and development process should be completed first to ensure that the ordering system is available prior to staff training and that the staff can be trained within the platform itself (Čechura and Jaghdani, 2021). Pre-testing can help identify and address technical or operational challenges before the launch, minimising the risk of service failures and customer dissatisfaction. With a system running smoothly, marketing efforts build awareness among current and prospective customers for the click-and-collect service, resulting in greater adoption. Last, ongoing observation of customer feedback, sales performance and operational efficiency is crucial to uncovering opportunities for improvement, making timely changes, and sustaining a solution that will continue to meet customer satisfaction, and drive sustainable business growth (Power et al., 2021).

6a. KPI and SMART Objectives 
The main Key Performance Indicator (KPI) is a rise in the average monthly sales revenue.

Sales Revenue:
A Key Performance Indicator (KPI) is a quantifiable value that is measured to gauge the effectiveness of a business to meet its goals. The use of KPIs allows organisations to track performance, assess progress, and make informed decisions (Khan et al., 2022). The most important KPI for Basil's Bakery is a rise in their average monthly sales revenue, which reflects whether or not the click-and-collect service is bringing more customers in and increasing their income. Regularly monitoring this KPI will allow Basil to know if the solution is effective or not and where it needs to be improved.

Objectives:
· To increase the number of monthly online orders by 30% in six months
· To reduce the average wait time for customers to 40% in three months.
· To boost the monthly turnover by 20 per cent in six months and ensure that 90%of customers are satisfied with the service in six months
These objectives allowing Basil to measure the impact of the click-and-collect process on their operation and financial results.

6b. Monitoring and Evaluation 
Basil must analyse the weekly pre-order volumes on the internet to see how customers are adopting this product and also to compare the revenues generated in the current month with previous months to gauge financial performance. Satisfaction with the ordering and collection process should be assessed by the use of a short survey and online and direct comments from customers. Average waiting times also should be tracked periodically to see if the new system has proved to be more efficient during periods of congestion (Fusté-Forné and Filimon, 2021). The chosen KPI and SMART objectives are to be reviewed monthly to see how far they have come towards the target. If the performance is not up to the mark, then Basil has to make corrective actions by enhancing their promotion activity, training of staff, streamlining ordering process, or updating the technology. By monitoring continuously, evidence-based decision making can help to support continuous improvement, increase customer satisfaction, and ensure that the click-and-collect service is a business enabler for the long-term growth and operational efficiency.

7. Summary of Key Findings 
· Selling has been affected by lower levels of customer traffic and working hours.
· The bakery is facing financial challenges due to expenses going up.
· Delivery and click-and-collect were deemed to be viable options.
· Click and collect was chosen as a preferred solution in terms of PMI analysis.
· Results of risk analysis indicated that implementation risks can be managed.
· A gradual roll-out strategy helps with adoption.
· KPI and SMART objectives are measurable performance targets.
· Ongoing evaluation and service improvement is possible through continuous monitoring.
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