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Task 1:
 Overview of Case-study

Basil Bakery is a small artisan bakery based in a Coventry retail park. The business grew steadily from 2015 until 2019, but sales dropped sharply during the 2020 lockdown. Although Basil expected sales to recover afterwords, they remained around 25% lower than pre-pandemic levels. The retail park has become quieter, most of the shops have closed, and many office workers are now working from home. Basil also faces rising costs and struggles to meet customer requests for pre-orders and deliveries. The combination of internal challenges and external changes has led Basil to doubt the long term Identify and discuss the root problem impacting Basil’s Bakery.
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Proposed Solutions 1:
(Introducing our Digital Pre-Order and Click-and-Collect |System)  
Many customers have complained about long waiting times during busy periods. Some customers have asked to pre-order, but Basil cannot always use the phone while baking. A simple digital system would allow customers to place orders online and choose a collection time. This reduces queues and makes the customer’s experience quicker and more convenient. It supports hybrid workers who only visit the retail park on certain days. Basil saves time because he does not need to stop baking to answer calls. The system helps manage demand more efficiently during peak hours.
Proposed Solution 2: 
(Partnership with a Local Delivery Service) Solution B Proposal
Several loyal customers have asked for a delivery option because they no longer work in the retail park or now work from home. Basil cannot run his own delivery service because he needs to stay in the bakery to bake product. Partnering with a third-party delivery company (such as Deliveroo, Uber Eats, or a local courier) would allow customers to order from the bakery without visiting the retail park.This helps Basil reach customers who have stopped coming in person, helping recover lost sales. Delivery platforms can also attract new customers who discovers the bakery online. Basil would not need to manage delivery drivers, routes, or logistics- the partner company handles all of this. Although delivery fees reduce profit margins, the increased customer reach can balance this out. This solution helps Basil adapt to changing customer behaviour, especially hybrid workers and people who prefer convenience.
Task 3b)
 Evaluation Results and Justifications
Based on the PMI result in Appendix1, Solution A (Digital Pre-Order and Click-and-Collect System) is the most suitable option to progress with. It scored higher because it directly tackles Basil’s main issue customers experiencing long waiting times during busy periods and his difficulty answering phone calls while baking. The criteria used in the PMI were cost, customer impact, operational efficiency, long-term sustainability, and risk, as these reflect the key challenges highlighted in the case study. Higher weighting was given to customer impact and sustainability because Basil’s biggest problem is declining footfall and customer dissatisfaction, making these factors more important than short term cost. Cost and risk were given moderate weighting because both solutions require investment and carry manageable risks. Solution A is preferred because it improves efficiency, reduces queues, supports hybrid workers, and is easier to control than relying on external delivery partners. It offers a practical, low risk way to increase sales and improve customer experience.

Task 4b)
Justifications for the Implementation Plan
The order of the task in the plan follows practical sequence that's the implementation easier for Basil to manage alongside his daily work. The first step is researching the right online ordering platform, which must come before anything else because Basil needs to understand his options and choose a system that suits his budget and skills. Once that decision is made the next logical step is setting up the system. This takes time and may require some technical help, so placing it in Week 2 gives Basil enough space to complete it properly. Testing comes third because Basil needs to make sure the system works smoothly before he introduces it to all customers. Using a small group helps him spot problems early. The final step is launching and promoting the system once everything is ready. Basil is responsible for each task because he knows his products, customers, and business best.                  
                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                        
Task 5b)
 Justifications for the KPI and SMART Objectives
The selected KPI, which measure how many customers use the new digital pre-order and click-and-collect system during its first month, is appropriate because it shows whether the system is fulfilling its main purpose. Basil’s main challenge is long queues customers finding it difficult to place orders during busy periods. If more customers begin using the digital system, it indicates that the solution is working and meeting customer needs (Mintel, 2023)
The SMART objectives are also well justified. The KPI is specific because it focuses only on customers use of the new system, rather than overall sales or footfall. It is Measurable because the platform automatically records digital orders, giving Basil clear figures to monitor. It is Attainable because Basil already has regular customer who are likely to try a quicker and more convenient ordering method. It is Relevant because increasing digital orders help reduce queues and improve customer satisfaction. It is Time-bound because the four-week period gives Basil enough time to assess early success and decide whether any changes are needed. (Doran, 1981)

Task 6)
 Key Findings
· Hybrid working and fewer trips to the retail park have reduced customer footfall, which has in turn lowered Basil’s daily sales.
· Slow ordering and long queues during busy periods are harming customer satisfaction and reducing the likelihood of repeat visits.
· A digital pre-order and click-and-collect system is the strongest option, as it shortens waiting times, frees up Basil’s time, and appeals to customers who want a more convenient way to order.
· Working with a delivery partner could increase Basil’s customer base, but it also carries drawbacks, including thinner profit margins and reliance on an external provider for services quality.
· The KPI and SMART objective demonstrate that monitoring how many customers use the digital system in the first month is a realistic and useful way to judge whether it is improving the customer experience. 
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Appendix 1 – Task 3a

PMI Evaluation Table

	Solution A: Digital Pre-Order and Click-and-Collect System

	Plus
	Minus
	Interesting

	Reduces long waiting time during busy periods (+5)
	Initial setup cost for the system (-3)
	Could attract hybrid workers who only visit the retail park on certain days +3

	Helps manage demand by allowing customers to choose collection times (+4)
	Requires promotion so customers know it exits (-2)
	Could increase footfall by reducing queues and improving customer flow (+3)

	 Saves Basil's time because he no longer needs to answer phone orders while baking (+5)
	Basil requires basic IT skills or support to set up (-2)
	Helps Basil plan baking more efficiently because orders are visible in advance (+4)

	Improves customer satisfaction by offering convenience and faster
Services (+4)
	 Some customers may prefer traditional in person ordering (-3)
	Once set up everything system has low running costs and is easy to maintain (+3)

	
TOTAL: +18
	
TOTAL:  -10
	
TOTAL: +13



[bookmark: _Hlk210816971]Therefore: Overall Total for Digital Pre-Order and Click-and- Collect System (Solution A) = +21








	Solution B: Partnership with a Local Delivery Services 

	Plus
	Minus
	Interesting

	Reaches customers who now work from home or hybrid and cannot visit the retail park (+4)
	Delivery fees reduce Basil’s profit margin, it means he earns less per order (-5)
	Delivery app can exposé bakery to new customers who have never visited before (+4)

	Helps recover sales from loyal customers who stopped visiting in person (+4)

	Basil has less control over delivery quality (like late, cold or damaged (-4)
	Online order may increase during quiet period, helping stabilise income (+4)

	Basil does not need to hire drivers or manage delivery logistic, saving time and efforts. (+5)

	Dependence on a third-party company creates risk if the partner has issue (-3)
	Could help basil understand online customer behaviour and popular products(+2)

	Provides convenience for remote customers Increasing accessibility (+3)

	Negative reviews caused by delivery problems may affect Basil’s reputation (-4)
	Being listed on delivery platforms increases brand visibility in the local area (+3)

	
TOTAL:  +16
	
TOTAL:  - 16
	
TOTAL:  + 13



Therefore: Overall Total for Partnership with a Local Delivery Services (Solution B) = +13
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Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving:
 Customers experiencing long waiting times and difficulty pre-ordering during busy periods
Name the solution you are implementing: 
Digital Pre-Order and Click-and-Collect System
	
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Platform Research


	Research suitable online ordering platforms (Square, Food hub, Shopify, Toast or some simple pre-order app).
	
Week 1
	
Basil/Digital Platform Consultant support
	The most suitable platform has been researched, all options considered. 

	2
	System setup & Upload


	Set up, digital pre-order system and upload bakery products, prices, and collect times. 
	
Week 2

	Basil’s / Digital Platform Consultant support
	Website operation is fully set up, and all products, prices and collect time have been uploaded.

	3
	Staff Training

	Train all bakery staff on how to view incoming online order, mange the kitchen screen, and pack collection items. 
	
Week 3
	Basil’s and Baker Staff
	All members have completed training and confident using the new system.

	4
	User Testing
	Test the system with a small group of regular customers to check usability and fix issues.
	
Week 3

	Basil’s / selected customers

	Tested the system with regular customers, usability has been verified and all minor issues have been fixed.

	5
	Public Launch & Promotion

	Launch the system publicly and promote it through posters, social media adds, and in-store communication.
	Week 4


	Basil’s


	· The system has been successfully launched publicly and promoted across social media and instore.



(Mintel, 2023)
Appendix 3 – Task 5a

The Key Performance Indicator is:
The number of customers adopting the new digital pre-order and click-and-collect system in the first month 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
These KPI measures customer adoption of the digital pre order system, rather than overall sales or footfall.




	
Basil can track online orders through the platform dashboard, giving him clear data to compare week by week. 




	
Basil already has regular customers who face long queues, so it is realistic to expect that some of them will switch to a faster digital option.




	
More digital orders would help reduce waiting times, improves customer satisfaction and save Basil time during busy periods.






	The KPI will be monitored during the first four weeks after launch, giving Basil a clear period to assess early success.








(Doran, 1981)
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