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[bookmark: _Toc237270485]Task 1: Overview of Case-study
Basil's Bakery is an independent bakery that sell high-quality and organic products.After lockdown 2020 ,its sales and revenue have not recovered. The big problem is a decline in customers caused by three factors.. First,shops have closed and this reduces workers and customer in the area (British Retail Consortium, 2025). Second, office-based customers now coming two or three days a week instead of five (ONS, 2022). Third, rising costs like utility bills, rent, business rates and organic ingredients, are reducing profit margins (Department for Business & Trade, 2025). These problems made Basil s current business model difficult to sustain.

[bookmark: _Toc237270486]Task 2: Two Proposed Solutions
[bookmark: _Toc237270487]Solution A: Digital Pre-Ordering System
Basil could introduce a digital pre-ordering system where customers view products, choose a collection time and pay upfront. Platforms  Flipdish or Square  are affordable and easy to use.. This solution reduce waiting time and help customers who work from home to order more easy.
[bookmark: _Toc237270488]Solution B: Partnership-Based Home Delivery Service
Basil could be partener with delivery platforms such as Deliveroo or Just Eat to deliver products at customer homes. This help customers  who dont visit the bakery. Using a third-party service will not need to hire drivers or manage vehicles.

[bookmark: _Toc237270489]Task 3b: Evaluation Results and Justifications 
Solutions been evaluated using De Bonos 1985 PMI method based on four criteria.Operational feasibility,Customer accessibility,Cost and Data management.                                                                                                                                       Solution A -Digital Pre-Ordering System is considered the better option because it is easier for Basil to manage as the only baker.Customer can order and pay in advance reduce waiting times and make operations easier.                         Solution B-Home Delivery Service has some disadvantages.When bake,its difficult to manage delivery.Also a risk is when you deliver baked products ,because they can be damaged or arrive in poor conditions.this is not a good thing for Basil reputation.So,solution A its better option for Basil Bakery.

[bookmark: _Toc237270490]Task 4b: Justifications for the Implementation Plan
The eight-week Implementation Plan (Appendix 2) uses four-stage approach based on PMBOK principles.
In Stage 1 (Weeks 1-2) Research and choose best digital ordering platform based on cost,ease of use ,customer experience and reporting tools
Stage 2 (Weeks 3-4) Sett up the platform,add products and prices,set collection time and test payments
In stage 3 (Weeks 5-6) Alow loyal customers to test the system and give feedback.
Stage 4 (Weeks 7-8) provides public launch and promotion campaign.

[bookmark: _Toc237270491]Task 5b: Justifications for the KPI and SMART Objectives
The KPI it’s the percentage of monthly revenue generated from digital pre orders.Was chosen because digital ordening is helping increase the sales.
The SMART objectives is to achieve 20 procentes of total monthly revenue from digital pre-orders.This target is specific measurable achievable relevant to increasing revenue and time bound, because the trend of dwindling sales is directly affected by the uncertain footfall decline, which is the root cause in the situation, as identified by Doran (1981). Lastly, giving customers six months to adopt gives them enough time to make the change, and allows them formal time to see how they're doing and formally adjust their strategy, if needed.
Basil will be able to assess progress against the KPI through analytics provided on the platform on a monthly basis, which will allow it to quickly see the trends and take proactive action to address low uptake.

[bookmark: _Toc237270492]Task 7: Key Findings
1. Concurrently, Basil's Bakery is experiencing a structural revenue loss of around 25% below 2019 volume because of a number of factors, including the progressive closure of retail parks, the return of a new normal where remote working, and the substantial rise in business rates, utility bills and the cost of organic ingredients.
1. Two solutions were proposed and evaluated: Digital Pre-Ordering System (Solution A) and Partnership-Based Home Delivery Service (Solution B). Both are about putting customers back on their feet, through different modes of operation.
1. Based on the PMI evaluation (Appendix 1), Solution A was determined as the preferred solution with an overall score of +4 compared to Solution B with a score of +1, this was facilitated by Solution A's ability to be operated in conjunction with Basil's sole-baker workflow, and lower capital requirements and data generation capacity.
1. The eight-week implementation plan (Appendix 2) unfolds the solution in four stages: platform research, configuration and set-up, internal trial and public launch.
1. Performance will be measured against one KPI - percentage of total monthly revenue gained by digital pre-orders and will have a SMART objective of 20% within 6 months of launch (Appendix 3).
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[bookmark: _Toc237270493]Appendix 1 – Task 3a: PMI Evaluation Table
Source: De Bono (1985)
	Solution A: Digital Pre-Ordering System

	Plus
	Minus 
	Interesting

	Operationally feasible – Basil is still on-site and there is no workflow disruption required.
	Early time investment in platform research, platform set up and testing
	Platform data shows you when customers are most likely to exit the site and the popular products so you can plan your stock accordingly

	Takes action to meet the needs of customers who are loyal and want to pre-order the products and have a concern about the waiting time
	Does not have home delivery as a direct customer need
	Some of the data used for demand forecasting can also help lower daily food waste, leading to net profitability gains in addition to revenue increases.

	Low relative cost (monthly subscription rather than capital cost to deliver the infrastructure)
	Requires customer to be digitally competent; some customers may not feel confident using smart phones and are loyal prospects
	Pre-orders might help to introduce new seasonal or promo-products that customers are interested in.

	To create sales and customer behaviour data that will be used for future business decisions and product strategy.
	
	

	
	
	





	Solution B: Partnership-Based Home Delivery Service

	Plus 
	Minus 
	Interesting 

	Directly reaches loyal customers who have made special inquiries for delivery service
	Quality control and temperature is an issue — artisan baked goods are fragile and may not travel well.
	Could lure people to go out who were no longer able to walk or elderly people who weren't in Basil's reach before?

	Increases the bakery's geographical customer base outside the retail park catchment area
	There's a huge impact on profit margins due to 3rd party commission fees (usually 25-30%);
	Delivery model might develop into a subscription box or weekly order service for businesses.

	Basil no longer has to hire a dedicated delivery driver as they conduct deliveries on third party platforms.
	The complexity of operations for the increased during the baking hours (delivery notifications and production)
	

	
	Packaging for delivery purpose, for protective presentation, adds up to per unit cost.
	

	
	
	



Preferred Solution: Solution A — Digital Pre-Ordering System 


[bookmark: _Toc237270494]Appendix 2 – Task 4a: Implementation Plan
Source: Project Management Institute (2021)
Problem: Declining revenue due to reduced customer footfall and limited order accessibility
Solution: Digital Pre-Ordering System
	Stage
	WHAT
	HOW
	WHEN
	WHO

	1
	Comparing and researching on digital ordering platforms appropriate for small artisan food business
	Test out review platforms such as Flipdish, Square for Restaurants and Orderbee; get demos; compare features like subscription fees, ease of use and reporting
	Weeks 1–2
	Basil

	2
	Choose a platform and setup collection slot and product menu, pricing, etc.
	Register for selected platform; populate complete product catalog, including costs; set up daily collection times that match the baking schedule; test payment processing system.
	Weeks 3–4
	Basil + Platform Support Team

	3
	Test internally using loyal regular customers
	Ask 10-15 of your best customers to make a trial order, seek their opinion on the ordering process, check collection times and make necessary changes
	Weeks 5–6
	Basil + Selected Loyal Customers

	4
	Public launch and promotion through all the available means.
	Share social media posts informing about the pre-ordering system; put up signage in stores; direct message pre-ordering info to current loyal customers' mailing list.
	Weeks 7–8
	Basil




[bookmark: _Toc237270495]Appendix 3 – Task 5a: KPI and SMART Table
Source: Doran (1981); Parmenter (2019)
Key Performance Indicator: The percentage of total monthly revenue generated through digital pre-orders
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Find 20% of total monthly revenue in digital pre-orders (on the channel revenue in the ordering platform's reporting dashboard)
	Monitor pre-order revenue per week and month as a % of revenue by automated platform transaction reports, broken down by channel
	It is operationally realistic to expect to push from existing loyal customers who have already indicated a desire to pre-order, instead of the volume of new customers; Target is targeting this type of customer.
	Actively responds to the revenue drop cited as a problem caused by the footfall and connects to the KPI and strategic goal;
	In the six months following the public system launch (Stage 4 of the Implementation Plan), reach the 20% target; formal performance review at end of month 6.
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