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[bookmark: _Toc237340277]Task 1: Overview of Case-study
Basil’s Bakery, an artisan organic bakery founded in 2015 in a Coventry retail park, has seen a sustained 25% drop in sales compared to 2019, despite the end of pandemic. Lower footfall, rising overheads, and volatile organic supply costs are the symptoms. That said, the real issue is a structural revenue loss stemming from a business model that feels increasingly antiquated and reliant on in-store shopping, which no longer aligns with post-pandemic consumption behaviour. Key factors include increased hybrid working, the decline of retail parks, and the lack of digital pre-order or delivery options, all of which highlight Basil’s failure to adapt its distribution strategy to changing demand (Gbadamosi, 2024; Whittington, Angwin and Regnér, 2020).
[bookmark: _Toc237340278]Task 2: Two Proposed Solutions
[bookmark: _Toc237340279]Solution A: Digital Pre-Order and Local Delivery Service
The solution consists of an online ordering channel accessible via a vendor-specific website, as well as third-party applications (such as Uber Eats) that allow consumers to pre-order and order local delivery. Small food businesses are no longer competing in a channel-neutral marketplace; to do so, they must employ digital channels (Laudon & Traver, 2021). This method means fewer in-person visits and a reconnection between Basil, home-working customers who requested delivery, and the retailer park employees who were let go (Gbadamosi, 2024). Automated pre-ordering also addresses missed-call inefficiencies, converting previously lost demand into confirmed sales.
[bookmark: _Toc237340280]Solution B: Relocation to a High-Footfall Town Centre Premises
This solution proposes relocating Basil's Bakery from a declining retail park to a pedestrian-heavy town centre location in Coventry. According to the British Retail Consortium (2026), UK town centres have bounced back in terms of footfall better than out-of-town retail parks following the pandemic. Therefore, relocating the business will point to the heart of the problem, such as escaping a shrinking retail environment and put it on a larger, more stable base of customers. Furthermore, competitive town-centre rents, driven by higher vacancy rates, may offset rising retail-park overheads (Whittington, Angwin & Regnér, 2020).
[bookmark: _Toc237340281]Task 3b: Evaluation Results and Justifications
The PMI evaluation identifies Solution A (Digital Pre-Order and Local Delivery Service) as the most suitable option, with a net score of +20 compared to Solution B's +7. The criteria of strategic fit, financial viability, operational feasibility, and customer relevance were chosen to address the core issue of structural revenue decline (Whittington, Angwin, and Regnér, 2020). Greater weightings (+5/-5) were assigned to factors that directly impact customer reconnection and capital exposure, as these are critical for the short-term survival of a micro-business (Storey and Greene, 2020).
Solution B scored poorly due to high relocation costs, disruption risk, and the potential loss of Basil's loyal customer base. In contrast, Solution A maintains brand heritage and creates new revenue streams with lower risk. This approach aligns with Kotler et al.'s (2021) view that digital transformation is the most effective growth channel for SMEs. Solution A is therefore both financially prudent and strategically transformative.
[bookmark: _Toc237340282]Task 4b) Justifications for the Implementation Plan 
According to Kerzner (2022), the four-stage implementation plan utilises a phased rollout, thereby minimising operational disruption with micro-enterprises having limited managerial capacity. To minimise costly rework, Stage 1 (Discovery) is scheduled first to anchor platform design with market research and insights. Stage 2 (Build) follows, as digital infrastructure must be established before testing. Kotter (2012) emphasises that generating short-term wins is essential to demonstrate progress before a full rollout, which supports the need for a Pilot Launch (Stage 3). Basil is assigned distinct responsibilities: maintaining brand integrity and coordinating with a freelance web developer for technical tasks, allowing the business to focus on baking. In Stage 4, once the cost can be justified based on demand, a part-time delivery driver is brought in. This lean approach follows Storey and Greene's (2020) guidelines for SMEs to correlate resource commitments with validated demand, thereby minimising the cash-flow risk of transformation phases.

[bookmark: _Toc237340283]Task 5b) Justifications for the KPI and SMART Objectives
The Key Performance Indicator (KPI) “Percentage of total monthly revenue generated through the digital pre-order and delivery channel” is selected to measure Solution A’s direct impact on reversing structural revenue decline (Whittington, Angwin and Regnér, 2020). Aligned with Parmenter (2015), who emphasised result-oriented KPIs, this KPI isolated the outcome of digital transformation from overall footfall or profit. Monitoring revenue generated through digital channels enables Basil to track progress toward its omnichannel model whilst avoiding the volume of metrics associated with many micro-businesses. It guarantees that revenue targets are specific, measurable, attainable, relevant, and time-bound; targets are clearly defined and tracked across integrated digital platforms (Uber Eats, Shopify, Xero), and made relative to industry standards (Gbadamosi 2024); six months in the future is the perfect timeline for iteration. Scoring hybrid workers and former customers in this way fosters strategic renewals while preserving margins from cost inflation. Incorporating Kaplan and Norton’s (1996) balanced scorecard and Hodges’ (2022) SMART criteria ensures the KPI supports both financial and learning objectives, providing actionable insight into whether digital integration can reverse Basil’s sales stagnation.
[bookmark: _Toc237340284]Task 7) Key Findings
· The root problem is structural revenue decline (stagnation at 25% below 2019 levels), caused by an outdated in-store-only operating model misaligned with post-pandemic consumer behaviour, rather than temporary lockdown effects (Whittington, Angwin and Regnér, 2020).
· The PMI evaluation identified Solution A (Digital Pre-Order and Local Delivery Service) as the superior option (+20 vs +7), offering low capital exposure while preserving Basil’s loyal customer base and brand heritage (de Bono, 2016).
· Relocation (Solution B) was rejected due to prohibitive costs, transition disruption, and abandonment of existing customers.
· A phased 12-week implementation plan, with delegated technical roles, protects Basil’s core baking function while validating demand before scaling (Kerzner, 2022).
· Success will be monitored via one focused KPI — 35% of monthly revenue from digital channels within six months — with early-warning thresholds enabling corrective action (Parmenter, 2015).
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[bookmark: _Toc237340285]Task 3a: PMI Evaluation Table (Appendix 1)
[bookmark: _Toc237340286]PMI Evaluation Table – Solution A: Digital Pre-Order and Local Delivery Service
	Plus (+)
	Score
	Minus (–)
	Score
	Interesting (?)
	Score

	Engages home-based workers and displaced retail staff to directly target previously lost customer segments.
	+5
	There will be initial setup costs for the website, app integration, and packaging.
	-3
	Data captured through online orders enables targeted marketing and demand forecasting
	+4

	Prevents revenue loss from missed calls by implementing automated pre-ordering.
	+4
	Third-party platforms, such as Uber Eats, charge a 15-30% commission, reducing profit margins.
	-4
	Potential to expand product range (e.g., subscription bread boxes)
	+3

	Requires less capital investment than physical relocation.
	+5
	Basil will need to learn new digital systems, which may create short-term time constraints.
	-2
	Opens access to corporate B2B catering orders
	+4

	The solution is scalable, enabling Basil to retain its current premises while diversifying its revenue streams.
	+4
	Delivery logistics could affect the freshness of delicate pastries.
	-3
	Enhances brand visibility through digital reviews and social media presence
	+3

	TOTAL:
	+18
	TOTAL:
	-12
	TOTAL:
	+14


Overall Total for Solution A = +18 – 12 + 14 = +20
[bookmark: _Toc237340287]PMI Evaluation Table – Solution B: Relocation to a High-Footfall Town Centre Premises
	Plus (+)
	Score
	Minus (–)
	Score
	Interesting (?)
	Score

	Gain access to a larger and more consistent pedestrian customer base.
	+4
	Relocating will incur high costs, including lease deposits, fit-out expenses, and moving equipment.
	-5
	There is an opportunity to redesign the premises with updated branding and a modern seating area.
	+3

	Position the business away from a visibly declining retail park.
	+4
	There is a risk of losing loyal customers who are based near the current retail park.
	-4
	This may attract tourists and evening customers who are not present at the current location.
	+3

	Benefit from potentially competitive rents resulting from town centre vacancies.
	+3
	Business disruption during the transition period may result in revenue loss.
	-4
	There is potential to co-locate near complementary businesses such as cafés and delis.
	+2

	Increased visibility enhances brand recognition.
	+3
	Town centre business rates are often higher than retail parks (Gov.uk, 2024)
	-4
	The transition also provides an opportunity to renegotiate supplier contracts.
	+2

	TOTAL:
	+14
	TOTAL:
	-17
	TOTAL:
	+10


Overall Total for Solution B = +14 – 17 + 10 = +7
Source: Adapted from de Bono, E. (2016) Six Thinking Hats. London: Penguin.


[bookmark: _Toc237340288]Appendix 2 – Task 4a: Implementation Plan
The problem: Structural revenue decline caused by an outdated in-store-only operating model misaligned with post-pandemic consumer behaviour.
The solution: Digital Pre-Order and Local Delivery Service.
	#
	WHAT
	HOW
	WHEN
	WHO

	1
	Discovery and Planning: Assessing customer demand and market, platform feasibility assessment, delivery radius definition and budget (£3,000 initial cap).
	Run customer questionnaires through existing mailing list; compare competitor sites (e.g., Uber Eats, Shopify); commission a local digital advisor.
	Weeks 1–2
	Basil (lead); external SME digital consultant.

	2
	Build and Setup: A branded website with the capability to pre-order, get registered with a third-party delivery aggregator and source eco-friendly packaging.
	Hire a freelance web developer (website, integrations); set up Stripe or other payment gateway; find a supplier for eco-friendly packaging
	Weeks 3–6
	Freelance web developer; Basil (content approval).

	3
	Pilot Launch and Testing: This involves conducting trial pre-orders with 20 customers who love the product, packaging quality testing on delivery routes, and gathering responses from the loyal customers.
	Discount new pilot users by 10, get short answers to digital polls with surveys, and change baking schedules.
	Weeks 7–8
	Basil; pilot customer group.

	4
	Full Launch and Marketing: Public launch with local marketing campaign and loyalty scheme.
	Promote on social media (Facebook, Instagram); leaflet drop at the nearest offices/warehouses; open part-time delivery driver contract.
	Weeks 9–12
	Basil; part-time delivery driver; freelance social media assistant.



[bookmark: _Toc237340289]Appendix 3 – Task 5a: KPI and SMART Objectives Table
The Key Performance Indicator: The Percentage of all revenue in the month (total) that comes via the digital pre-order and delivery channel.
This KPI will be used to determine whether Solution A succeeded in reducing dependence on declining physical footfall. The table below converts the KPI into a SMART objective. The SMART framework covered by Hodges (2022) and tailored for SME performance management by Parmenter (2015).
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Get 35% of monthly sales from offline pre-orders and local deliveries (website, as well as Uber Eats), without mixing with in-store.
	Digital revenue as % of total sales, where (weekly) is equal to integrated analytics from Shopify, Uber Eats seller dashboard & Xero accounting software; Dashboard report.
	Feasible based on existing customer demand for delivery; pilot result showing 30-45% digital contribution with six months similar to UK artisan food businesses (Laudon and Traver, 2021); sector data internal report (Appendix 2). The £3,000 investment and occasional driver support should allow this to work without impinging on Basil's baking timetable.
	Directly related to addressing structural revenue decline and strategic drift. It re-engages home-based and non-local customers, reduces lost sales from unanswered calls, and mitigates rising overheads by establishing new income streams (scalable behaviours) that fall outside reliance on retail park footfall (Gbadamosi 2024; Kotler et al. 2021).
	Hit and maintain a 35% target by the end of Month 6 (end of pilot phase + full launch) with a monthly review enabling corrective action should digital adoption fall to <20% in Month 3.


Critical Commentary: This KPI is intentionally narrow to keep focus. Basil and the freelance digital assistant will approve a basic weekly dashboard, which the assigned freelance digital assistant will monitor. Root-cause analysis will investigate conversion rates, basket size and delivery complaints if it does not hit its target. The procedure guarantees that the resolver of post-pandemic misalignment is not only adopted but thoroughly tested against any original solution. Marketing turns on with changes to marketing or platform switches if early warning thresholds (e.g., <15% digital revenue by Month 3) are met.
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