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1. Overview of the Case Study and Nature of the Problem
Basil runs an independent bakery located in a shopping area in Coventry. The business performed well before 2020, with sales growing year by year. Since the pandemic, however, sales have not returned to their previous level and remained about 25% lower during 2023–2025. Customer numbers have fallen as several nearby businesses have shut and more employees now spend part of the week working remotely. Basil’s products are not the main concern. The bigger challenge is reaching customers who visit the area less often. A practical solution is therefore needed to improve access and support future sales (Adair, 2022).














2. Proposed Solutions
Two options could help Basil respond to the fall in customer numbers. One is to introduce digital ordering with scheduled collection, while the other is to provide deliveries to customers in the local area.
The first option would let customers check available products, place an order online, pay before collection and choose a suitable collection time. This could reduce telephone orders and help customers avoid long waiting times. It may also make production planning easier because Basil would know about some orders in advance. The Department for Business and Trade (2025) explains that digital technology can help small businesses improve productivity and remain competitive. Wang, Perez-Cueto and Scrimgeour (2025) also found that convenience is an important factor when customers buy food online.
The second option is a local delivery service. This would help Basil reach customers who do not visit the retail park as often as before, including people who now work from home. ONS (2025) reported that 28% of working adults in Great Britain were hybrid workers in early 2025. Delivery could also create extra sales from products such as breakfast boxes, celebration cakes and catering orders.
However, delivery may be more difficult to manage because it would involve additional costs, transport problems and extra administration. Click-and-collect improves the current ordering process, while delivery allows Basil to reach customers outside the retail park. This is an important difference when choosing which option should be introduced first.
3. Evaluation and Preferred Solution
3a. Evaluation Using the PMI Technique
The PMI technique looks at the Plus, Minus and Interesting points of each option.
For online pre-order and click-and-collect, the main advantage is convenience. Customers could place an order without calling the bakery, pay in advance and collect their products more quickly. Advance orders could also help Basil plan what to bake and reduce waste.
The main disadvantage is the cost of setting up the system. Basil may also need some training, and technical problems could sometimes affect orders. One useful benefit is that the system could give Basil information about popular products, busy collection times and average customer spending.
For local delivery, the main advantage is that Basil could reach more customers. This could include people who no longer visit the retail park regularly, as well as nearby offices, warehouses and local households.
However, delivery would be more difficult to manage. Courier fees, delays, damaged products and transport costs could reduce profit and affect customer satisfaction. On the positive side, delivery could also create opportunities for larger orders, business customers and catering.
Overall, both options could help the bakery, but click-and-collect would be easier to control and would require fewer changes to the business. This is important for Basil because he needs to increase sales without creating too many extra costs or operational problems.
3b. Preferred Solution
Based on the PMI analysis, the best first option is online pre-order and click-and-collect. Customers have already asked about pre-ordering, which shows that there is already some demand for this service.
It should also be simpler and less expensive to manage than delivery. Basil could continue using the same bakery, staff and collection point, while only changing the way customers place their orders. Proctor (2019) explain that digital channels can improve customer convenience and help businesses use customer information more effectively.
Basil could also introduce the system gradually. At first, he could offer only the most popular products online and then add more products if customers use the service. Ries (2011) supports testing a new idea on a small scale before investing too many resources. Delivery could still be considered later, once the online ordering system is working successfully.
4. Implementation Plan
4a. Implementation Plan
The selected solution could be introduced over eight weeks.
	Time
	Activity
	Responsibility

	Week 1
	Review customer needs and choose products suitable for online ordering
	Basil

	Week 2
	Compare affordable online ordering systems and select a provider
	Basil

	Weeks 3–4
	Add products, prices, photographs, descriptions, payments and collection slots
	Basil and IT provider

	Week 5
	Test payments, stock information, notifications and the full ordering process
	Basil and IT provider

	Week 6
	Train Basil and any employees to manage online orders
	IT provider and Basil

	Week 7
	Soft launch with a small group of regular customers and collect feedback
	Basil

	Week 8
	Full launch using social media, posters, QR codes and in-store promotion
	Basil

	Ongoing
	Monitor sales, orders, customer feedback and operational problems
	Basil


Basil should keep the first online product range simple so the new process is easy to control. The provider should also give him access to basic sales reports. During the first three months, performance should be checked weekly. If the system becomes stable, Basil could then move to monthly reviews.
This approach spreads implementation over several stages instead of changing everything at once, making the process more manageable for a small bakery.
4b. Reasons for Activities, Timing, Order and Responsibilities
The activities are planned in this order so Basil can introduce the new system step by step. First, he needs to decide which products are suitable for online ordering. Some bakery products may sell out quickly or need more preparation, so it is better to choose a simple range at the beginning.
Testing should be completed before the full launch. Problems with payments, prices or stock could cause confusion and affect customer trust. A soft launch with regular customers would give Basil a chance to find any problems and make changes before more people start using the system. Proctor (2019) also supports testing new ideas on a small scale before wider implementation.
Basil should stay responsible for decisions about products and customers because he knows the business best. An IT provider can deal with the technical setup and training. This allows Basil to stay in control while getting specialist support where it is needed.
5. Performance Measurement
5a. KPI and SMART Objectives
The main KPI for Basil should be the percentage increase in monthly sales revenue compared with the average monthly sales before the online ordering system was introduced. This is important because the main aim of the new system is to improve sales and help the bakery recover.
To support this KPI, Basil should use several SMART objectives:
1. Increase monthly sales revenue by 10% within six months of the full launch.
2. Achieve at least 15% of monthly orders through the online system within six months.
3. Reach at least 30 online orders per week within three months.
4. Reduce the average waiting time for pre-order collections to less than five minutes within two months.
5. Achieve at least 80% positive customer satisfaction within six months.
Doran (1981) explains that objectives should be specific and measurable. These targets would help Basil see whether customers are actually using the system and whether it is improving the business. Sales are important, but they should not be the only measure. Online orders, waiting time and customer satisfaction can give Basil a clearer picture of how well the system is working.
5b. Monitoring and Evaluation
Basil should review the results regularly after the launch. Monthly sales should be compared with the period before online ordering started. He should also check the number of online orders each week and whether the percentage of customers using the system is increasing.
If online orders remain low, Basil may need to promote the service more through social media, posters or in-store information. Waiting times should also be monitored because faster collection is one of the main benefits of click-and-collect.
Customer feedback can be collected through short surveys, QR codes, social media comments or direct conversations. Kaplan and Norton (1992) explain that performance measures should be linked to business objectives. Therefore, Basil should use the results to make changes where needed.
After six months, he should complete a full review. If the targets are achieved, the online system could be expanded and local delivery could be considered as the next step.



6. Key Findings
· Sales remained around 25% below the 2019 level between 2023 and 2025.
· Lower retail-park footfall and changing working patterns have reduced customer traffic.
· Click-and-collect and local delivery are both realistic solutions.
· PMI analysis identifies click-and-collect as the lower-risk first option.
· The preferred solution can be introduced through an eight-week implementation plan.
· Monthly sales growth should be the main KPI.
· SMART objectives should also measure online orders, waiting time and customer satisfaction.
· Performance should be reviewed regularly and used to improve the system.
· Local delivery could be tested later if online ordering is successful.












7. Conclusion
Basil’s Bakery has a clear opportunity to improve sales by making it easier for customers to order. The analysis shows that online pre-order and click-and-collect is the most suitable first step because it is easier to manage and involves less risk than delivery. It also responds directly to customer demand for a faster and more convenient service. If Basil follows the implementation plan and regularly monitors sales, online orders and customer feedback, the system could support business growth. Local delivery could then be considered later if the first stage is successful.
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