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[bookmark: _Toc242120592]1. Introduction and Nature of the Problem
Basil Bakery is a small, independent, Coventry company whose classical business model entails customers visiting its retail-park outlet. The main issue is its continual inability to achieve high sales, as the average sales in 20232025 will be about a quarter of the sales in 2019, meaning that the drop is not limited to the direct impact of the pandemic. The decline in the activity of the retail-parks, the closing and the shifting of work hours in the stores have undermined the customer foot flow, and the adoption of hybrid working has already become a regular aspect of the UK labour market (Office for National Statistics, 2024). Lack of delivery and good pre-ordering also constrains Basil in responding to shifting customer demands. The pressure increases with rising overheads and rising expenses on ingredients, which pose a threat to the long-term viability of the bakery.
[bookmark: _Toc242120593]2. Two Proposed Solutions
An online pre-order and click-and-collect system is one of the solutions. Customers would be able to place orders and pay online prior to visiting and eliminate phone orders that Basil is not always available to accept and may shorten waiting time during peak times. Digitalisation can assist SMEs in enhancing customer engagement and operationalisation, but uptake must be based on resources and capabilities of the firm (Sagala and Őri, 2024). In the case of Basil, it is a comparatively narrow-based response to the current customer demand and not a significant business model shift.
The second alternative is a local delivery service, which would be able to reach loyal customers who now work at home or do not go to the retail park anymore. The convenience and the minimized purchasing effort are some of the values attributed to online food delivery (Bates et al., 2022). But since Basil will have to be on-site to bake, delivery would involve the hiring of another delivery service or increasing delivery capacity, which would pose additional costs and operational burdens.
[bookmark: _Toc242120594]3. Evaluation of Solutions and Decision
PMI analysis in Appendix 1 reveals that both solutions may help in solving the sales problem of Basil, but they have their advantages and disadvantages. Online pre-ordering and click-and-collect may help to minimize missed telephone orders, reduce waiting time and enhance convenience, but may not have a significant impact on the current production model of Basil. Nonetheless, the digitization process can pose financial and skills and implementation difficulties to small enterprises (Soluk, Decker-Lange and Hack, 2023). Delivery would be able to reach more customers since they would have served customers who do not frequent the retail park. However, the benefit must be weighed against the extra delivery expenses, complexity in operations, and the strain it may put on the profit margins. Third-party delivery services have the potential to expand the market, but the commissions they offer may decrease the financial gains food companies could receive (Feldman, Frazelle and Swinney, 2023).
Delivery is more direct in solving declining footfall, but online pre-ordering and click-and-collect is the solution of choice. It will be a reaction to current customer demand and will be more in line with the requirement of Basil to work onsite and bake. Price, lack of experience and implementation challenges are also significant impediments to digital adoption by SMEs, and technology that is proportionately invested is especially relevant to small businesses (Department for Business and Trade, 2025). Though click-and-collect will not be able to entirely counteract the shrinking retail-park foot flow, it provides less operational disruption and control over customer orders. Delivery offers broader geographic coverage, but at the expense of higher costs and its reliance on delivery capacity, it is not as appropriate to the current situation of Basil.
[bookmark: _Toc242120595]4. Implementation Plan and Justification
The chosen click-and-collect solution will be rolled out over a period to ensure the limited impact on the current bakery activities at Basil. Online ordering, secure payment and collection-slot system, online ordering, secure payment and collection-slot should be defined as first requirements of Basil and provided with affordable budget as discussed in Appendix 2. He ought then to compare the appropriate providers and then set the menu, prices, payment process and collection times. The staged strategy is suitable since SMEs need to match digitalisation with their unique constraints and embrace technology gradually instead of trying to undergo a massive change instantly (Sagala and őri, 2024). After a configuration, Basil must pilot the entire ordering and collection procedure then a pilot customer. Pilot feedback and data on operation should be used to correct any changes needed prior to the complete launch. Basil must maintain the general responsibility as the system has the direct influence on his output capacity and customer service, whereas technical setting can be assisted by the chosen provider.
The order is significant since every stage decreases the risks that the next stage is exposed to. Setting requirements prior to provider selection minimizes the chance of buying inappropriate or unnecessary technology, especially in cases where SMEs might not have specialist knowledge in the process of selecting digital solutions (Department for Business, Energy and Industrial Strategy, 2022). The customer pilot should come after testing since issues of payment, the accuracy and collection of orders can be detected without exposing the entire customer base to unnecessary service failures. The pilot will then give a controlled go-ahead to determine the impact of online orders on the workload and production of Basil before a full launch is pledged to. Organisational alignment can be assisted through pilot implementation which analyzes the technical, organisational and economic ramifications prior to broad implementation (Herbæk, Hansen and Clemmensen, 2021). One should then have a review period after launching the system on whether the system is functioning effectively and whether some corrective changes are needed.
[bookmark: _Toc242120596]5. KPI, SMART Objectives, Monitoring and Evaluation
An appropriate KPI in the click-and-collect system is the proportion of total sales revenue via online pre-orders every week, which will be calculated by dividing the revenue of online pre-orders by the total revenue of sales estimated per week and multiplying the results by 100. This KPI directly relates to the determination of the new channel in terms of whether it is helping in solving the problem of sales that Basil has or it is just a measure of online activity. The performance measurement can be most effective when the indicators are directly related to organisational goals and can generate actionable information to make decisions (Hristov, Chirico and Appolloni, 2021). The KPI should be backed by three SMART objectives: within 12 weeks of launching the business, make at least 15 percent of weekly sales online using pre-orders; decrease the average collection waiting time to less than five minutes; and improve the average weekly sales by 5 percent compared to the four-week pre-launch position. They are specific, measurable, relevant and time bound objectives and the pilot and baseline data should be used to ascertain whether the targets are realistic or not possible.
The ordering system and sales records should be used to record online-order revenue, total sales and collection waiting time weekly using the records. His review of the KPI should be conducted after every week and the formal assessment of the progress made in accordance with the SMART objectives should be done at weeks four, eight and twelve. Successful measurement of SME performance involves that the relevant indicators are connected to the objectives and assessed in such a way that the information can be utilized to act in line with the aspect of management as opposed to measurement being viewed as a goal itself (Bianchi, Cosenz and Marinković, 2021). The evaluation should also be able to distinguish between the extra sales and the customers simply shifting their purchases to online ordering as opposed to telephone or walk-in purchases. In the event of more adoption of online and no general increment of sales, then the system could have made convenience better but not have solved the sales issue. In cases where the targets have been missed, Basil is supposed to analyse the customer awareness, system usability, product availability, and collection capacity and then corrective changes are to be made. This forms a feedback process whereby the performance evidence helps to determine whether the solution needs to be continued, revised or re-evaluated.
[bookmark: _Toc242120597]6. Findings
· Basil’s Bakery has an ongoing sales issue, as the average sales of the company in 20232025 are still about 25 smaller than in 2019. The decline of retail-park activity, alterations in working patterns and limited ordering choices have undermined customer access, and the escalating costs are putting business sustainability under pressure.
· Realistic responses were found to be online pre-order/ click-and-collect and local delivery. PMI analysis revealed that delivery has more customer access but increased operational complexity, extra costs and increased reliance on delivery capacity.
· Online pre-ordering and click-and-collect is the solution of choice, however, since it will keep the existing customer demand met without putting Basil offsite and leaving him without his duties of taking care of baking.
· The implementation should be a gradual process that includes assessment of requirements, the selection of the provider, configuration of the system, testing, customer pilot and full launch. This minimizes implementation risk and enables issues to be fixed prior to being more widely adopted.
· The measures of success will be the percentage of sales made weekly based on online pre-orders and SMART objectives. Frequent assessment of the sales, adoption and waiting times will help Basil to recognize the underperformance and make evidence-based changes.
· Overall, click-and-collect is a viable initial step to minimizing lost sales and enhancing customer convenience, but further follow-up is needed to determine whether it generates lasting change in overall sales.
[bookmark: _Toc242120598]References
Department for Business and Trade (2025) SME Digital Adoption Taskforce: Final report. London: Department for Business and Trade. Available at: https://www.gov.uk/government/publications/sme-digital-adoption-taskforce-final-report (Accessed: 5 October 2026).
Department for Business, Energy and Industrial Strategy (2022) Help to Grow: Digital – vendor applications closed. London: Department for Business, Energy and Industrial Strategy. Available at: https://www.gov.uk/guidance/help-to-grow-digital-apply-to-become-a-vendor (Accessed: 2 October 2026).
Feldman, P., Frazelle, A.E. and Swinney, R. (2023) ‘Managing relationships between restaurants and food delivery platforms: Conflict, contracts, and coordination’, Management Science, 69(2), pp. 812–823. 
Herbæk, L.K., Derby Hansen, C.E. and Clemmensen, T. (2022) ‘Pilot implementation: Organizational alignment when implementing an IT-system’, in Ardito, C., Lanzilotti, R., Malizia, A., Larusdottir, M., Spano, L.D., Campos, J., Hertzum, M., Mentler, T., Nocera, J.A., Piccolo, L., Sauer, S. and van der Veer, G. (eds.) Sense, Feel, Design: INTERACT 2021 IFIP TC 13 Workshops. Cham: Springer, pp. 391–396. 
Hristov, I., Appolloni, A., Chirico, A. and Cheng, W. (2021) ‘The role of the environmental dimension in the performance management system: A systematic review and conceptual framework’, Journal of Cleaner Production, 293, 126075. 
Keeble, M., Adams, J. and Burgoine, T. (2022) ‘Investigating experiences of frequent online food delivery service use: A qualitative study in UK adults’, BMC Public Health, 22, 1365. 
Office for National Statistics (2024) Who are the hybrid workers? Newport: Office for National Statistics. Available at: https://www.ons.gov.uk/employmentandlabourmarket/peopleinwork/employmentandemployeetypes/articles/whoarethehybridworkers/latest (Accessed: 1 October 2026).
Sagala, G.H. and Őri, D. (2024) ‘Toward SMEs digital transformation success: A systematic literature review’, Information Systems and e-Business Management, 22(4), pp. 667–719. 
Soluk, J., Decker-Lange, C. and Hack, A. (2023) ‘Small steps for the big hit: A dynamic capabilities perspective on business networks and non-disruptive digital technologies in SMEs’, Technological Forecasting and Social Change, 191, 122490.


















[bookmark: _Toc242120599]Appendix
[bookmark: _Toc242120600]Appendix 1: PMI Analysis of Proposed Solutions

	Evaluation factor
	Online pre-order and click-and-collect
	PMI
	Local delivery service
	PMI

	Sales potential
	Creates an additional ordering channel and may capture orders currently lost when Basil cannot answer the telephone.
	+
	Could generate sales from customers who no longer regularly visit the retail park.
	+

	Customer reach
	Improves access for existing customers but still requires them to travel to the bakery.
	±
	Extends access to customers working from home or unable/unwilling to visit the retail park.
	+

	Customer convenience
	Customers can order and pay in advance, reducing ordering effort and collection waiting time.
	+
	Provides high convenience because customers do not need to visit the bakery.
	+

	Implementation cost
	Requires an online ordering/payment system but can be introduced without major changes to Basil’s business model.
	+
	Requires delivery capacity or a third-party provider, creating additional ongoing costs.
	−

	Basil’s workload
	Reduces the need to answer telephone pre-orders but requires online orders to be monitored and prepared on time.
	±
	Basil cannot leave the bakery to deliver because he needs to remain onsite to bake.
	−

	Operational complexity
	Orders can be incorporated into the existing baking and collection process, although collection slots require coordination.
	+
	Adds delivery scheduling, handover and potential customer-service issues to existing operations.
	−

	Third-party dependence
	A technology/payment provider may be required, but Basil retains control over production and customer collection.
	±
	Greater dependence on a delivery provider if Basil cannot perform deliveries personally.
	−

	Profit margin
	System/payment charges may apply, but there is no delivery cost on each order.
	+
	Delivery charges or platform commissions could reduce the margin earned from additional sales.
	−

	Technology requirements
	Requires a simple ordering interface, digital payments and basic system management.
	±
	May require platform integration, online payments and delivery-order management.
	±

	Scalability
	Order volumes can be increased gradually, subject to Basil’s production and collection capacity.
	+
	Geographic reach could expand, but greater delivery volume may require additional labour or third-party capacity.
	±

	Overall assessment
	Strong fit with Basil’s current resources and customer requirements, although it does not completely solve declining footfall.
	Preferred
	Stronger customer reach, but higher costs, complexity and operational dependence make implementation less suitable at present.
	Not preferred


Key: + = Plus/advantage; − = Minus/disadvantage; ± = Interesting point, uncertainty or trade-off.

[bookmark: _Toc242120601]Appendix 2: Implementation Plan for Online Pre-order and Click-and-Collect

	Stage
	Activity
	Timing
	Responsibility
	Resources/Cost
	Output/Milestone

	1
	Define requirements and budget
	Week 1
	Basil
	Basil’s time; review of current ordering problems; agreed affordable budget
	Requirements and budget agreed

	2
	Compare and select an online ordering/payment provider
	Weeks 1–2
	Basil
	Provider research; pricing information; demonstrations/free trials where available
	Suitable provider selected

	3
	Configure online menu, prices, payment method, collection slots and order notifications
	Weeks 2–3
	Basil with provider support
	Subscription/setup costs; product information; photographs if required
	Ordering system configured

	4
	Test the complete ordering and collection process
	Week 3
	Basil, with a small number of test users
	Test orders; payment checks; mobile/computer access
	Technical and operational errors identified and corrected

	5
	Prepare the bakery's collection process
	Weeks 3–4
	Basil
	Collection area; order labels/receipts; packaging; simple order-checking procedure
	Bakery ready to process online orders

	6
	Conduct a limited customer pilot
	Week 4
	Basil
	Existing customers; ordering system; feedback mechanism
	Pilot orders and customer feedback collected

	7
	Make pilot adjustments and launch fully
	Week 5
	Basil with provider support where necessary
	Website/social-media communication; in-store signage; minor system changes
	Click-and-collect service fully operational

	8
	Monitor and review performance
	Weeks 6–12
	Basil
	Sales records; online-order data; waiting-time records
	KPI and SMART objectives assessed and corrective actions identified




