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[bookmark: _Toc237212558]1. Overview of the Basil’s Bakery Case Study and the Nature of its Problems
Basil’s Bakery, an independent business, opened in 2015 in a shopping retail park in Coventry, UK. Basil, the owner of the business, is an artisan baker who sells cakes, breads, and pastries. At the time of the COVID-19 lockdown, the sales of this business declined drastically, while Basil expected to increase its sales in the post-lockdown period. However, the number of sales never rose again, and between 2023 and 2025 it declined to approximately 25% of its sales in 2019. The main reason for such a sales decline can be the reduced footfall of the retail park, and customers' evolving demands for service delivery due to the emerging ‘work from culture after COVID-19.         
[bookmark: _Toc237212559]2. Proposal of Two Solutions
[bookmark: _Toc237212560]2.1 Solution 1 - Development of an integrated pre-order and delivery service
Development of an online platform for pre-order and delivery service will be helpful for Basil’s Bakery to address the current demands of its targeted customers. According to the study of Keong et al. (2026), adoption of online order and delivery services helped several small businesses to address the evolving customer preferences after the COVID-19 pandemic situation. This solution may address different problems mentioned in the case, like reduced footfall, WFH culture, and loss of loyal customers, by offering online order and delivery services.        
[bookmark: _Toc237212561]2.2 Solution 2 - Diversification of sales channels and product offerings
 Expansion of the bakery beyond dependency on retail-park footfall may be helpful for Basil’s Bakery to address its current problems of declining product sales. Batsakis, Konara and Theoharakis (2022) stated that diversification of sales channels along with product offerings allows small businesses to improve sales. Considering this fact, Basil’s Bakery might diversify its sales channels through catering services, bakery boxes, online sales, seasonal product ranges, and partnerships with nearby businesses.   
[bookmark: _Toc237212562]3. Evaluation of the Proposed Solutions
[bookmark: _Toc237212563]3.1 Grid Analysis 
Following the proposed solutions for Basil’s Bakery, it is quite certain that both of them have applicability to the current situation at the firm, but it is important to narrow down the strategic execution process. Sobai, Pokharel and Abdella (2020) defined that in strategic project management, selective goals over the initiatives help to maintain the process. Similarly, according to the results gathered through Grid Analysis (Refer to Appendix 1), it is an integrated pre-order and delivery service which has the highest score and value point to be adopted. In terms of adopting it, a delivery fleet using third-party collaborations and a pre-ordering dashboard is supposed to be needed with IT help. In both implications, the company might have a better way of doing business and ease the concern regarding customer accessibility to their services. 
[bookmark: _Toc237212564]3.2 Explanation of the result to select one preferred solution 
From the Grid analysis table, estimated score values were found segregated over the adaptability and influence of each identified strategic solution. In the proposed solutions, one is associated with a complete arrangement for external delivery and internal operation to take online orders, while the other one makes a strong sales strategy using diversification. However, Manuaba, No and Wu (2022) defined that a problem-based solution is more effective compared to other strategic and measured approaches. Similarly, Basil’s Bakery specifically faced the issue due to their no service viability for the new-normal period of customers who seek online delivery. Therefore, it is more justified to choose the preferred solution that directly applies to the situation, such as pre-order and delivery. 
[bookmark: _Toc237212565]4. Risk Analysis
[bookmark: _Toc237212566]4.1 Risks
Managing risks over project initiation and the process-mapping to implement a solution is an essential as well as effective way to ensure procedural feasibility. Similarly, enlisted key concerns or risk potentials in the proposed solution have been found mostly associated with delivery cost and employee pressure (Refer to Appendix 2). In the tabular risks analysis, the highest-scoring risks involve delivery time and expense, increased workload, followed by technical failure, capacity constraints and low customer adoption. However, Eichholz, Hoffmann and Schwering (2024) opined that in terms of risks in a pre-estimated plan, possible areas associated with company internal functions become more vulnerable. Similarly, increased workload seems a more probable issue that may reduce company productivity and become a concern area along with other risks.  
[bookmark: _Toc237212567]4.2 Explanation of the feasibility of the selected solution 
In the proposed solutions, the chosen pre-order and delivery is evidently a value-driven change that may improve the company situation, but also subject to feasibility. According to the SAF framework, it is the company-driven metrics or KPIs that employ the changes to make improvements (Condori-Fernandez et al., 2020). Similarly, the following points are important to understand the actual feasibility of the solution at Basil’s Bakery. 
· Suitability: According to the case study, consumers at Basil’s Bakery already asked for ‘Pre-Order’ as it would reduce their ordering time. So, it is apparently already suited for choosing it as the key solution for the company. 
· Acceptability: Basil’s Bakery, as of the scenario given, is already agreed to make any changes possible. Their current goal is to make improvements to their sales by any means that makes the idea or solution accepted. 
· Feasibility:  In the current period, where every operating business has adopted a digital outlook for customer reachability along with home-delivery service, it is also probable for Basil’s Bakery. It will happen as it happens to the whole UK food industry. 
[bookmark: _Toc237212568]5. Implementation Plan
[bookmark: _Toc237212569]5.1 Plan to implement the selected solution
Implementation of the integrated pre-order and delivery service must follow a phased plan (Refer to Appendix 3). The key phases of the implementation plan will involve proper planning, system development, staff preparation, pilot testing, evaluation, and final implementation. According to Holm, Kringelum and Anand (2025), a phased implementation plan helps to break complex projects into manageable smaller stages. Such practice will be helpful for Basil’s Bakery to simplify its new service implementation by following small steps rather than launching the entire service at once. The initial phase of planning will include assessing demand and costs to determine the feasibility of the new service within 1-2 weeks. The next phase of system development will be done within 2 to 4 weeks, in which there will be the selection of the most relevant ordering platform and checking its operational efficiency. Phase 3 will be staff development, which demands that Basil’s Bakery develop a trained staff for online order preparation and home delivery services. After all these system and staff development, there must be pilot testing for the new service in phase 4, and in phase 5 the result of the test will be evaluated, and relevant adjustments will be implemented. Finally, in phase 6, the final launch of the new service will be implemented with significant marketing and promotions.     
[bookmark: _Toc237212570]5.2 Rationale of the provided implementation plan
All the phases mentioned above for the implementation of solution 1 have been designed considering their efficiency to simplify the entire process. For instance, the planning phase (phase 1) will help to identify customer demand and budget development. For these activities, in phases 1 to 2 weeks have been allocated which is quite sufficient to fulfil the phase 1 plan with proper sales and customer data. In the same way, all the 6 phases have been developed considering their required resources, time, and responsibilities (Refer to Appendix 3). Altogether, Basil is responsible for overseeing the strategic decisions, while his staff will manage the order preparation and product delivery operations in this new service.   
[bookmark: _Toc237212571]6. Key Performance Indicator (KPI)
[bookmark: _Toc237212572]6.1 KPI and SMART objectives
Monitoring the percentage of sales growth will be the most relevant KPI for Basil’s Bakery to monitor the performance of its new service. According to Asher, Nafees and Syeda (2024), in commercial business growth, internal feasibility of change management matters highly. Similarly, the KPIs over sales, monthly pre-order increase, and reducing customer waiting line are subject to the execution of the proposed solution. In that case, the following formula will be helpful:
(Sales generated through pre-order and delivery service/Total monthly sales)*100
In the developed SMART goals, each goal is associated with the strategic option chosen over the pre-order delivery system (Refer to Appendix 4). Now, in each of these goals, the selected one key KPI will play the most significant role in evaluating the contribution of this new service in achieving them.  
[bookmark: _Toc237212573]6.2 Use of the KPI
To monitor and evaluate the performance of the newly integrated pre-order and delivery service, the above-identified key KPI will be used in the following strategic path. It is important to identify specific areas associated with the business functions in the following manner:
·  Tracking numbers of orders, delivery performance, and customer waiting time weekly
· Monitoring sales generated, delivery cost, average order value, and repeat customers monthly
· Evaluate overall profitability, customer retention, and reduce dependency on retail-park footfall quarterly
Therefore, above-mentioned each point of KPIs is important to track and follow through to ensure the suggested goal is adopted adequately.  
[bookmark: _Toc237212574]7. Summary of Key Findings
· Sales of Basil’s Bakery declined approximately 25% in 2023-2025, compared to its sales in 2019
· The main reason for such sales decline in post COVID-19 pandemic reduced footfall in the retail park
· Increasing demand for home delivery services, business rates, and organic ingredient costs are also the reasons behind the business losses of Basil
· To address these issues, Basil must develop an online pre-ordering and delivery service
· The key implementation risks are delivery costs, staff overload, and uncertainties about customer adoption
· It is essential to conduct a pilot test to address all kinds of issues with relevant and data-driven adjustments
· Performance of the new service must be measured through the sales generated through this service
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[bookmark: _Toc237212577]Appendix 1: Grid Analysis
	Evaluation Criteria
	Weight
	Solution 1 - Integrated pre-order and delivery service
	Weighted Score
(Score * Weight)

	Solution 2 - Diversification of sales channels and product offerings
	Weighted Score
(Score * Weight)

	Ability to improve sales
	30%
	5
	1.50
	5
	1.50

	Ability to reduce dependency on retail park footfall
	20%
	5
	1.00
	5
	1.00

	Response to the evolving customer demands
	20%
	5
	1.00
	4
	0.80

	Initial cost affordability
	15%
	4
	0.60
	3
	0.45

	Customer convenience and experience
	15%
	5
	0.75
	4
	0.60

	Total
	100%
	-
	4.85
	-
	4.35


Table 1: Grid analysis
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[bookmark: _Toc237212578]Appendix 2: Risk Analysis
	No.
	Risk
	Likelihood
	Severity
	Risk Score
	Risk Level
	Control measures

	1
	Delivery cost reduces profitability
	4
	5
	20
	High
	Minimum order value
Charge reasonable delivery fee

	2
	Increased employee workload
	4
	4
	16
	High
	Allocate specific responsibilities
Staff training and adjustment in stuffing

	3
	Insufficient customer adoption
	3
	5
	15
	High
	Conduct a small pilot
Extensively promote the service

	4
	Production capacity constraints
	2
	3
	6
	Low
	Introduction of daily order limits
Use pre-order information 

	5
	Technology failure
	2
	4
	8
	Moderate
	Use a reliable platform
Test the system before launch
Provide technical support


Table 2: Risk analysis

[bookmark: _Toc237212579]Appendix 3: Implementation plan
	Activity
	Timing
(Week)
	Responsibility
	Key resources
	Expected outcomes

	Assessment of demand and cost
	1-2
	Basil
	Sales and customer data
	Establishment of new strategy feasibility

	Selection of ordering system
	2-3
	Basil
	Budget for IT
	Selection of most relevant platform

	Online ordering
	3-4
	IT provider
	Digital system
	Operational ordering process check

	Employee training
	4-5
	Basil
	Training materials and time
	Prepared staff for the changes

	Conduct pilot service test
	6-8
	Bakery team
	Delivery resources
	Test of customer response 

	Review of pilot test results
	9
	Basil
	KPI data
	Identified requirements adjustments

	Final launch
	10-12
	Basil team
	Marketing and delivery
	Expansion of the service


Table 3: Implementation plan
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	Objective 1: Increase sales

	Specific
	Measurable
	Achievable
	Relevant
	Timebound

	Improve sales specifically through the new service
	Increase at least 15% of the total sales through pre-orders and delivery service 
	Through effective integration of customer demand, improved product accessibility, and targeted promotions
	Directly address the current issue of sales decline at Bassil’s
	Within the next 6 months

	Objective 2: Achieve significant monthly pre-orders and delivery transactions 

	Specific
	Measurable
	Achievable
	Relevant
	Timebound

	Improve customer adoption of the new service
	Achieve approximately 100 pre-orders and delivery transactions per month 
	With extensive promotional activities
	Will reduce dependency on retail park footfall
	Within the next 3 months

	Objective 3: Reduction in average customer waiting time

	Specific
	Measurable
	Achievable
	Relevant
	Timebound

	Minimisation of customer waiting time, especially during busy periods through the new service
	Achieve customer waiting time below 5 minutes
	Advanced preparation and scheduled collection of slots
	Help to improve customer experience
	Within the next 5 months


Table 4: SMART goals
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