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[bookmark: _Toc237800623]Overview of Case-study
Basil’s Bakery is an independent artisan bakery located in a Coventry retail park. Established in 2015, the business initially achieved year-on-year sales growth, but sales fell sharply during the 2020 lockdown and have remained around 25% below 2019 levels during 2023–2025. The root problem is therefore sustained loss of sales caused by reduced customer footfall and changing purchasing behaviour. Contributing factors include shop closures, redundancies among local retail workers, hybrid working, lack of delivery and pre-order facilities, longer waiting times, and rising rent, utilities, insurance, business rates and organic ingredient costs. The problem threatens the bakery’s financial sustainability and requires a solution that restores customer access while controlling operational risk (Kotler and Keller, 2022).
[bookmark: _Toc237800624]Two Proposed Solutions
[bookmark: _Toc237800625]Solution A: Online Ordering and Local Delivery
The first proposal is to introduce an online ordering platform combined with local delivery. Customers could order breads, cakes and pastries remotely for delivery within a defined radius, while existing customers could continue to collect products in person. This directly addresses the loss of customers who now work from home or no longer work at the retail park. Digital ordering can improve convenience, extend market reach and create opportunities to use customer information for more targeted marketing (Chaffey, 2022). A local delivery partner could be used initially instead of purchasing a vehicle, limiting capital expenditure. The main disadvantages are additional administration, delivery charges, technology costs and the risk of product or service problems. Nevertheless, this option offers the greatest opportunity to recover demand outside the retail park.
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The second proposal is a digital pre-order and click-and-collect service. Customers would order and pay online before visiting the bakery, allowing products to be prepared in advance and collected at an agreed time. This would reduce queues and waiting times, while advance knowledge of demand could support production and stock planning. Better planning may also reduce avoidable waste and improve operational efficiency (Slack, Brandon-Jones and Burgess, 2023). The service would be cheaper and simpler to introduce than delivery because Basil would not need an external delivery process. However, customers would still need to travel to the retail park. Consequently, it would improve the experience of existing visitors but would not fully address the structural reduction in footfall caused by hybrid working and shop closures.
[bookmark: _Toc237800627]3b: Evaluation Results and Justification
The PMI evaluation in Appendix 1 identifies Solution A, online ordering and local delivery, as the preferred option. The assessment considered customer reach, potential sales impact, implementation cost and operational complexity because these criteria reflect the main causes and consequences of Basil’s problem. Solution A receives stronger overall consideration because it can reach customers who no longer visit the retail park, whereas Solution B remains dependent on physical footfall. Although delivery involves higher costs and greater operational complexity, the potential to generate additional revenue and rebuild relationships with former customers provides a stronger long-term benefit. The criteria were weighted towards customer reach and sales potential because the central business problem is the persistent 25% sales shortfall. The PMI approach supports structured comparison by separating advantages, disadvantages and areas requiring further consideration (de Bono, 1992).
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The selected solution carries financial, operational, technological and reputational risks. Initial expenditure may be required for website development, payment facilities, marketing and delivery arrangements. Orders could also be delayed, damaged or incorrectly prepared, creating customer dissatisfaction. Technology failures or weak demand could reduce the expected return on investment. These risks should be controlled through phased implementation, clear delivery standards, staff training, testing and regular performance reviews. Using an established local delivery provider can reduce the need for Basil to purchase and maintain his own vehicle. A structured risk process helps organisations identify uncertainty, assess its effect and introduce proportionate responses (Hillson, 2017).
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Solution A is feasible if it is introduced gradually rather than as a large immediate investment. Basil already has an established bakery, products, customers and reputation for quality, so the proposal extends an existing business model rather than creating a completely new operation. A third-party delivery partner would reduce the resources required for transport and allow Basil to test demand before committing to further expenditure. The service could initially operate within a small delivery radius and during selected hours, with expansion based on evidence of demand. This approach makes the proposal more financially manageable and operationally realistic. Feasibility should be reviewed through sales, order volumes, delivery performance and customer feedback. If the service fails to generate sufficient additional revenue, Basil can adjust its geographic area, delivery schedule or promotional activity before making further investment (Kerzner, 2022).
[bookmark: _Toc237800630]5b: Justification for the Implementation Plan
The implementation sequence in Appendix 2 is designed to reduce disruption and allow problems to be identified before the service is fully launched. Selecting the ordering platform and delivery partner first is necessary because these choices determine the technical and logistical requirements of the project. Website development and staff training follow because employees need to understand the ordering process before customers use it. Testing is deliberately placed before promotion so that payment, order preparation and delivery problems can be corrected without damaging the bakery’s reputation. The final stage is a controlled launch supported by marketing. Basil should retain overall responsibility because he understands the products, customers and operational constraints, while specialist providers should undertake technical and delivery tasks. Clear sequencing, responsibilities and monitoring improve implementation control and reduce project uncertainty (Lock, 2020; Kerzner, 2022).

[bookmark: _Toc237800631]6a: Key Performance Indicator and SMART Objectives
The main Key Performance Indicator (KPI) is to increase monthly sales revenue by 20% within six months of launching the online ordering and local delivery service. This KPI is directly connected to Basil’s core problem because the bakery’s sales have remained approximately 25% below 2019 levels. Supporting SMART objectives are: (1) launch an online ordering and local delivery service within a five-week implementation period; (2) achieve at least 150 online orders per month by the sixth month; (3) operate initially within a ten-mile delivery radius; and (4) review sales, order and customer feedback data every month. SMART objectives make performance expectations specific, measurable, achievable, relevant and time-bound, helping management translate broad intentions into assessable outcomes (Doran, 1981).
[bookmark: _Toc237800632]6b: Monitoring and Evaluation
Basil should review the KPI and SMART objectives monthly using sales records, online order numbers and customer feedback. Monthly revenue should be compared with the baseline established before launch, while online order volumes should be tracked against the 150-order target. Delivery complaints, refunds and customer ratings should also be monitored because higher sales would not represent successful implementation if service quality deteriorates. Results should be recorded and reviewed against the six-month targets. Where performance is below expectations, Basil should investigate causes and adjust delivery coverage, promotions, product availability or ordering processes. KPIs are most useful when they provide focused measures that support management action rather than simply collecting data (Parmenter, 2020).



[bookmark: _Toc237800633]7: Key Findings
• Basil’s principal problem is sustained sales at approximately 25% below 2019 levels, linked to reduced footfall and changing customer behavior.
• Hybrid working, shop closures and redundancies have reduced the bakery’s traditional customer base.
• Online ordering with local delivery provides the strongest opportunity to reach customers beyond the retail park.
• A phased implementation and use of a third-party delivery partner can reduce financial and operational risk. 
• A 20% sales-revenue KPI, supported by SMART objectives, provides a practical basis for monitoring whether the solution is achieving its purpose.
















[bookmark: _Toc237800634]Reference List
Chaffey, D. (2022) Digital Business and E-Commerce Management. 8th edn. Harlow: Pearson.
de Bono, E. (1992) Serious Creativity: Using the Power of Lateral Thinking to Create New Ideas. London: HarperCollins.
Doran, G.T. (1981) ‘There’s a S.M.A.R.T. way to write management’s goals and objectives’, Management Review, 70(11), pp. 35–36.
Hillson, D. (2017) The Risk Management Handbook. London: Kogan Page.
Kerzner, H. (2022) Project Management: A Systems Approach to Planning, Scheduling, and Controlling. 13th edn. Hoboken: Wiley.
Kotler, P. and Keller, K.L. (2022) Marketing Management. 16th edn. Harlow: Pearson.
Lock, D. (2020) Project Management. 11th edn. London: Routledge.
Parmenter, D. (2020) Key Performance Indicators: Developing, Implementing, and Using Winning KPIs. 4th edn. Hoboken: Wiley.
Porter, M.E. (1985) Competitive Advantage: Creating and Sustaining Superior Performance. New York: Free Press.
Slack, N., Brandon-Jones, A. and Burgess, N. (2023) Operations Management. 11th edn. Harlow: Pearson.


[bookmark: _Toc237800635]Appendix 1 – 3a: PMI Evaluation
PMI (Plus, Minus, Interesting) provides a structured way to compare alternatives by identifying positive, negative and noteworthy consequences (de Bono, 1992).
[bookmark: _Toc237800636]Solution A: Online Ordering and Local Delivery
	PMI
	Evaluation

	Plus
	Extends customer reach; supports remote workers; creates additional sales opportunities; improves convenience.

	Minus
	Higher set-up and delivery costs; additional administration; technology and delivery risks.

	Interesting
	Could generate customer purchasing data; may support loyalty promotions and future market expansion.



[bookmark: _Toc237800637]Solution B: Digital Pre-order and Click-and-Collect
	PMI
	Evaluation

	Plus
	Lower cost; reduces queues; improves production planning; can reduce waiting times.

	Minus
	Customers still need to visit the retail park; limited ability to replace lost footfall; requires online ordering capability.

	Interesting
	Could later be integrated with delivery if demand increases.



Overall decision: Solution A is preferred because of its potential to rebuild customer reach and sales is stronger than the lower-cost but more limited click-and-collect alternative.


























[bookmark: _Toc237800638]Appendix 2 – 5a: Implementation Plan
Problem being solved: Sustained sales approximately 25% below 2019 levels.
Solution being implemented: Online Ordering and Local Delivery Service.
	WHAT
	HOW
	WHEN
	WHO

	1. Select platform and delivery partner
	Compare providers on cost, reliability, security and ease of use; agree a limited delivery area.
	Week 1
	Basil

	2. Develop system and train staff
	Set up products, prices and secure payments; train staff to receive, prepare and confirm online orders.
	Weeks 2–3
	Basil and website provider

	3. Test service
	Run trial orders and deliveries; record technical, payment, preparation and delivery problems; make corrections.
	Week 4
	Basil, staff and delivery partner

	4. Launch and promote
	Launch within the initial radius; promote through social media, in-store materials and introductory offers; monitor results.
	Week 5 onward
	Basil and marketing support


Implementation planning should define activities, timing and responsibility clearly so that progress can be coordinated and controlled (Lock, 2020).
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Key Performance Indicator: Increase monthly sales revenue by 20% within six months of launching the online ordering and local delivery service.
	SMART Element
	Objective

	Specific
	Launch an online ordering and local delivery service within an initial ten-mile radius.

	Measurable
	Increase monthly sales revenue by 20% and reach at least 150 online orders per month.

	Achievable
	Use an established local delivery provider rather than purchasing a delivery vehicle initially.

	Relevant
	Address reduced footfall, hybrid working and the bakery’s persistent sales shortfall.

	Time-Bound
	Launch within five weeks and assess performance against targets within six months.


SMART objectives help convert broad business intentions into measurable targets with clear deadlines (Doran, 1981).
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