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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is an independent artisanal bakery established in 2015, specialising in organic breads, cakes and pastries, and serving retail, office and warehouse workers. While sales grew consistently up to 2019, they fell sharply in 2020 and have since stabilised at 25% below pre-pandemic levels (DBT, 2023). The root problem is that the original business model is no longer viable due to permanent market changes. Contributing factors include falling retail park footfall and rising shop vacancies; widespread hybrid/remote working reducing daily visits; higher overheads (rent, utilities, insurance); unpredictable organic ingredient costs; and failure to meet customer demand for pre-ordering and delivery, leading to lost sales (Grant, 2023; ONS, 2025).
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Digital Pre-Order and Click-and-Collect 
This solution introduces a low-cost online ordering system, accessible via a website or app, allowing customers to select, pay, and reserve items for collection at a chosen time. It addresses the root problem by reducing missed calls and waiting times, making the service suitable for hybrid workers and former customers who visit less often. Better order visibility improves production planning, cuts food waste, and stabilises income without requiring extra labour or logistics work (Barrow, 2022; FSB, 2024). 

Solution B: Third-Party Delivery Service
This solution partners with established platforms such as Deliveroo or Uber Eats to offer home and workplace delivery, rather than hiring dedicated drivers. It resolves lost sales by expanding the customer base beyond the retail park and directly responding to customer requests for delivery. It uses existing baking capacity to generate extra revenue, helping offset fixed costs and reducing reliance on walk-in trade, though it introduces different operational and cost considerations (Burns, 2021; DBT, 2023).
Task 3b) Evaluation Results and Justifications
Preferred Solution: Solution A – Digital Pre-Order and Click-and-Collect
The selection is based on three weighted criteria: cost risk (40%), impact on profit margins (35%), and alignment with business capacity (25%). Weightings reflect that small businesses must prioritise low-risk, margin-preserving changes (Storey, 2022). From the PMI analysis, Solution A scores higher as it has minimal setup costs, no commission charges, and requires no extra operational skill. Solution B offers growth but carries high variable costs and quality risks, making it less appropriate as an initial change. This option fits Basil’s role as baker while directly fixing the main operational gaps (Jones and Tilley, 2021).

Task 4b) Justifications for the Implementation Plan
The order and timing follow a low-disruption, risk-minimising sequence: planning first ensures the right system is chosen without waste; testing before launch prevents errors that could harm reputation; promotion coincides with launch to maximise awareness. The timeline of 5 weeks for launch is realistic, allowing the team to learn the system without interrupting daily baking. Responsibilities stay with Basil and existing staff to avoid wage increases and maintain control. Phased review ensures adjustments can be made early, keeping costs predictable and changes manageable (Boddy, 2023; Roper and Hart, 2023).

Task 5b) Justifications for the KPI and SMART Objectives
KPI: Monthly Sales Revenue is chosen because it directly measures the core goal of returning to sustainable income levels, reflecting changes in demand, efficiency, and customer retention (Kotler et al., 2024).
· Specific: Targets revenue through pre-orders, focusing on a clear service change.
· Measurable: Figures are tracked via POS and ordering software for accurate comparison.
· Achievable: A 10% rise is realistic given current spare capacity and unmet demand.
· Relevant: Matches customer needs and helps offset rising overhead costs.
· Time-bound: The 3-month deadline provides a clear window to judge effectiveness.
· Together, these metrics ensure progress is tracked objectively rather than through guesswork (Mintzberg et al., 2022; CIPD, 2024).


Task 6) Key Findings
[bookmark: _Hlk208302504]Sales decline is driven by permanent market changes, not temporary conditions, requiring structural adaptation.
Customer demand exists for convenience services, which are currently unmet.
Pre-order and click-and-collect offers the lowest risk and highest margin benefits.
Delivery provides growth but reduces profitability and operational control.
Success depends on using clear targets and regular monitoring to adjust performance.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Digital Pre-Order and Click-and-Collect

	Plus
	Minus
	Interesting

	Low setup and running costs 
+1
	Does not serve customers unable to travel
-1
	Collects sales pattern data automatically
+1

	No commission charges, preserves profit margins
+1
	Still partially dependent on retail park footfall
-1
	Identifies peak demand times
+1

	Reduces waiting times and missed orders
+1
	Limited scope for very large sales increases
-1
	Builds customer contact database
+1

	Reduces food waste through better planning
+1
	
	Improves ingredient and stock forecasting
+1

	
TOTAL: +4
	
TOTAL: -3
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Overall Total for Digital Pre-Order and Click-and-Collect = 5









	Third-Party Delivery Service

	Plus
	Minus
	Interesting

	Reaches customers beyond the retail park +1
	High commission fees reduce margins -1
	Introduces the business to new areas +1

	Directly meets customer requests +1

	Risk of delivery issues harming reputation -1
	Opens up evening and weekend sales +1

	Uses existing production capacity +1

	Less control over final customer experience -1
	Shows demand across different locations +1

	Reduces reliance on walk-in trade +1

	More time spent managing platform orders -1
	Can be added later alongside pre-order +1

	
TOTAL: +4
	
TOTAL: -4
	
TOTAL: +4



Therefore: Overall Total for Third-Party Delivery Service = 4


Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Falling footfall, reduced sales, long waiting times, missed orders, and unmet customer demand for convenient ordering options.
Name the solution you are implementing: Digital Pre-Order and Click-and-Collect Service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research & Select System
	Compare low-cost online ordering tools (e.g. Square, Shopify Lite) based on price, ease of use, and payment features.
	
Weeks 1–2

	Basil / Business Consultant


	



	2
	Set-Up & Internal Testing
	Build the online menu, connect payment processing, link to in-store till system, and test full ordering/collection flow.
	
Weeks 3–4

	Basil + Platform Provider


	



	3
	Promote & Launch Service
	Put up in-store signage, post updates on social media, inform regular customers, and notify neighbouring businesses in the retail park.

	

Week 5 onwards
	Basil + Staff Team


	



	4
	Monitor & Refine
	Track daily order numbers, collection times, and feedback; adjust menu, collection slots, or opening times based on usage data.


	

Ongoing (Weeks 6–12+)
	Basil


	






Appendix 3 – Task 5a

The Key Performance Indicator is: Monthly Total Sales Revenue

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase monthly sales revenue by introducing a digital pre-order and click-and-collect service, specifically targeting lost sales from hybrid workers, former retail staff, and customers who previously left without purchasing due to long waits or unanswered calls.
	Track and compare monthly sales figures against the 2023–2025 baseline average; record the number of pre-orders per day, average order value, and customer waiting times using the till system and ordering software.
	A 10% revenue increase is realistic given current spare production capacity, existing unmet demand, and the low barrier for customers to adopt the service. It does not require extra staffing or high investment.
	Aligns directly with the root problem of stagnant sales, rising costs, and changing customer habits. It helps stabilise cash flow, protect profit margins, and improve operational efficiency (Burns, 2021).
	Achieve and maintain a sustained 10% uplift in monthly sales revenue, alongside an average of 15 pre-orders per day, by the end of Month 3 following launch.



The chosen KPI – Monthly Total Sales Revenue – is the most reliable metric for small businesses to assess financial health and recovery, as it combines both sales volume and pricing performance (Barrow, 2022). The SMART framework ensures objectives are clear and achievable: Specific defines exactly what will be done and who it targets; Measurable uses existing tools to provide accurate data without extra cost; Attainable sets a realistic target based on the bakery’s existing resources and demand levels; Relevant ensures the goal addresses the business’s core challenges rather than arbitrary targets; and Time-Bound creates a clear deadline to review results and adjust strategy if needed (Roper and Hart, 2023). This approach ensures progress is tracked objectively, helping Basil confirm if the solution is delivering the required improvements to secure long-term viability.
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