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[bookmark: _Hlk205982484]
Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is an independent artisan bakery in Coventry Park that faced a significant decrease in sales due to the restrictions imposed during the lockdown. However, although footfall and sales, they never returned to the levels pre-2020. Indeed, since 2023 - 2025, the sales figure has stagnated at an average of 25% below the 2019 figures. The main challenge faced by the business is a reduction in customer demand, which is largely due to changing consumer preferences and decreased footfall within the retail park. This issue has been intensified by factors such as store closures, staff redundancies, and the rise of hybrid working arrangements.
Together, these factors have reduced revenue while increasing expenses, making the current business model less sustainable. Basil therefore needs to understand these issues before introducing changes to improve the bakery’s long-term viability.
[bookmark: _Hlk205982497]Solution A: Digital Pre-Ordering and Collect System
A provided solution for Basil’s Bakery is the implementation of a Digital Pre-Ordering and Collect System. This would enable customers to place orders online through a website or mobile application and collect their purchases at a convenient time. The system would reduce customer waiting times, enhance service efficiency, and enable Basil to manage demand more effectively during peak periods. Furthermore, it considers the root problem of reduced sales by providing better convenience for customers who work remotely or have limited time to visit the bakery. By improving accessibility and customer satisfaction, the bakery can increase sales opportunities, retain existing customers, and attract new consumers despite reduced retail park footfall.

Solution B: Third-Party Delivery Service Partnership 
A provided solution B for Basil’s Bakery is building a Third-Party Delivery Service Partnership with providers such as Speedy Freight, Uber Eats, or Porta Delivery. This approach would allow customers to order bakery products online and have them delivered directly to their homes or workplaces. The service would extend the bakery’s reach beyond the retail park without requiring Basil to manage deliveries himself.
This solution directly addresses the root cause of declining sales, namely reduced footfall and the increase in hybrid and home working. Customers who no longer visit the retail park would still be able to buy Basil’s products, helping to retain loyal customers and attract new ones. In addition, the delivery service would reduce the bakery’s dependence on walk-in trade, creating an additional revenue stream and improving the long-term viability of the business.


  Results and Justifications PMI analysis
According to PMI, project management is formally defined as the application of knowledge, skills, tools, and techniques to project activities to meet project requirements. (Team, 2026) Based on the results of the PMI evaluation (Appendix 1), Solution A: Digital Pre-Ordering and Collect System is the most relevant option for Basil’s Bakery to implement. This solution achieved the highest overall score because it considers a number of the bakery’s key challenges while requiring a relatively low level of financial investment and operational change.
The evaluation was based on criteria: potential impact on sales, implementation cost, and operational feasibility. Potential impact on sales was the highest weighing because Basil’s initial objective is to reverse the decrease in revenue. Implementation cost was high, reflecting the importance of controlling expenditure given the increase in the bakery’s overhead costs. Operational feasibility was high, as any solution must be manageable within Basil’s existing workload and business structure.
Solution A is justified because it enhances customer convenience, reduces waiting times, and decreases lost sales caused by unanswered telephone enquiries. Furthermore, it enables customers to order products in advance, increasing efficiency and customer satisfaction. Therefore, this solution provides a cost-effective and sustainable means of improving sales performance while supporting the business's long-term viability.
 Justifications for the Implementation Plan
According to Koontz and O’ Donnell, planning is deciding in advance what to do, when to do it, and how to do. It bridges the gap from where we are and where we want to be. A plan is a future course of action. It is an exercise in problem solving and decision making. (ia800808.us.archive.org, 2026). The implementation plan for Solution A (Appendix 2), Basil’s Bakery: Digital Pre-Ordering and Collect System, has been structured to ensure that tasks are completed in a logical sequence, thereby minimising disruption to Basil’s Bakery's daily operations. The initial stage focuses on researching and selecting a suitable online ordering platform, as it forms the foundation for all subsequent activities. Once the platform has been chosen, responsibility for system development and setup would be assigned to an external web developer or software provider, ensuring professional implementation and reducing the burden on Basil.
Staff training is scheduled after the system is developed to ensure employees are trained on the final version of the platform. Testing is then undertaken to identify and resolve any technical issues before launch. Finally, marketing activities are implemented to raise customer awareness and encourage adoption of the new service. This order of activities reduces operational risk and improves the likelihood of successful implementation. Furthermore, allocating responsibilities according to expertise enables tasks to be completed efficiently, supporting the bakery's objective of improving customer convenience and increasing sales.


Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The authors Morgenshtern, O. and Fadil, T., (2025) examined that Key performance indicators are critical tools for evaluating how effectively a company is executing strategy and for making optimal decisions. When KPIs are well chosen and well defined, they help everyone focus on the particular business results that matter the most. They can gauge the combined impact of a diverse mix of resources -- individuals, teams, products, or the business as a whole -- and they can reveal the extent to which those resources are adding value.
 KPI in (Appendix 3) selected for Basil’s Bakery is the number of online pre-orders received per week. This KPI is relevant as it accurately measures customer adoption of the Digital Pre-Ordering and Collect System. Furthermore, it provides a clear indication of whether the new service is contributing to increased customer convenience and supporting sales growth. As the solution is specifically designed to improve accessibility and reduce waiting times, checking online orders provides a reliable measure of its effectiveness.
In the realm of performance management, the establishment of objectives is a pivotal step that ensures all team members are aligned and moving in the same direction. The utilisation of SMART criteria—Specific, Measurable, Attainable, Relevant, and Time-bound—transforms abstract desires into specific targets. (Capital, 2026). The first SMART objective in Basil’s Bakery is to achieve 50 online pre-orders per week within three months of implementation. This objective is specific, measurable, attainable, relevant, and time-bound, enabling Basil to assess whether customers are involved with the new service. The second SMART objective is to increase overall monthly sales revenue by 10% within six months. This objective linked with the bakery’s strategic target of reversing declining sales and improving profitability. The third SMART objective is to reduce average customer waiting times within three months of launch. This objective addresses significant customer concern and is expected to improve customer satisfaction and retention.
These SMART objectives support the successful implementation of the planned solution by measuring customer adoption, operational efficiency, and financial performance. Therefore, they provide a complete framework for evaluating whether the new system successfully contributes to the long-term sustainability and growth of Basil’s Bakery.


 Key Findings
[bookmark: _Hlk208302504]Basil’s Bakery has experienced a continued decrease in sales, with revenue remaining approximately 25% below the levels recorded in 2019. This decline can be linked to several factors, including lower customer footfall, changes in consumer purchasing habits, increased hybrid working, and higher operating costs.
Two possible solutions were considered to help address the reduction in customer demand: a Digital Pre-Ordering and Collection System and a partnership with a Third-Party Delivery Service. Following a PMI evaluation, the Digital Pre-Ordering and Collection System was selected as the preferred option. It achieved the highest overall score and provides the potential to increase sales while requiring comparatively low implementation costs.
To support the successful introduction of the system, a structured implementation plan will be followed. This will include selecting a suitable digital platform, providing staff training, testing the system before launch, and carrying out marketing activities to encourage customer use. These steps should help reduce disruption to normal bakery operations.
The success of the solution will be assessed using KPIs and SMART objectives. These will include achieving 50 online pre-orders each week, increasing monthly sales revenue by 10%, and reducing customer waiting times. Checking these measures will help determine whether the new system is achieving its intended objectives.
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Appendix 1 

PMI Evaluation Table

	Solution A: Digital Pre-Ordering and Collect System 

	Plus
	Minus
	Interesting

	Reduce customer waiting times + 5
	Dependence on reliable internet -5

	Staff training may be required - 3


	Improves customer convenience +5

	Potential cybersecurity -4

	Implementation cost +3


	Increase sales through personalized promotions +4

	High initial implementation costs -3

	Expansion to delivery services +2


	Potential impact on sales +5

	Some customers may prefer traditional in-store ordering -2

	Operational feasibility +2


	
TOTAL: +19
	
TOTAL: -14
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution A = +9







	Solution B: Third-Party Delivery Service Partnership 

	Plus
	Minus
	Interesting

	Convenient ordering option +4

	Delivery platforms charge commission fees -6

	Increased market reach +2


	
Retain existing customers +3

	Less control over the delivery process -6

	Customer Convenience +2


	
Attracting new customers +3

	Late deliveries, damaged goods -6

	Improve the bakery's long-term sustainability +4


	Reduces dependence on walk-in customers +4


	Become dependent on third-party providers -5

	Introduction of special promotions +1


	
TOTAL: +14
	
TOTAL: -23
	
TOTAL: +9



Therefore: Overall Total for Solution B = 0 




Appendix 2 – Implementation Plan

Name the problem you are solving: the sales figure has stagnated
Name the solution you are implementing: Digital Pre-Ordering and Collect System
	
	WHAT
	HOW

	WHEN

	WHO


	1
	Researching and selecting a suitable online ordering platform
	Professional implementation
	August 2026
	External web developer or software provider

	2
	Testing is then undertaken to identify and resolve any technical issues before launch

	Reduce operational risk and improve the likelihood of successful implementation
	The first week of September 2026

	Software provider

	3
	Staff training after the system has been developed


	Ensuring employees are trained using the final version of the platform

	The second week of September 2026

	Team coaches

	4
	Marketing activities are implemented to raise customer awareness 
	Adoption of the new service
	The third week of September 2026
	Marketing department specialists

	5
	Allocating responsibilities according to expertise 

	Enables tasks to be completed efficiently, supporting the bakery's objective of improving customer convenience and increasing sales 

	The first week of October 2026


	Bakery employees, bakery employer





· 

Appendix 3 – SMART objectives

The Key Performance Indicator is the number of online pre-orders received per week

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Achieve 50 online pre-orders per week within three months of implementation





	Increase overall monthly sales revenue by 10% within six months.
	Reduce average customer waiting times within three months of launch


	Successful implementation of the proposed solution by measuring customer adoption, operational efficiency, and financial performance




	This target date provides motivation and focus for Basil's Bakery's long-term sustainability and growth
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