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Overview of Case-study
Basil’s Bakery, established in 2015 within a Coventry retail park, specializes in high-quality organic artisan cakes, pastries, and breads. The central operational challenge facing the business is a continuous 25% revenue decline relative to pre-2019 levels. This stagnation stems primarily from macro-environmental structural shifts: reduced overall retail park footfall, frequent store closures, local redundancies, and widespread hybrid working patterns that diminish daily office foot traffic. Simultaneously, severe inflationary pressures on overheads (rent, business rates, utilities) and raw organic ingredient costs squeeze operational margins. Prolonged peak-hour wait times further exacerbate revenue loss due to uncaptured customer demand.
Two Proposed Solutions
Solution A Proposal: Digital Pre-Ordering & Click-and-Collect Platform
This initiative involves introducing an integrated web/mobile click-and-collect platform. Customers select scheduled pickup time slots and pre-pay online. By digitizing order intake, Basil bypasses disrupted phone calls while continuing baking uninterrupted. This directly resolves peak-time store queues, secures revenue from hybrid office workers on remote days, and optimizes batch-baking production schedules, thereby curtailing waste and mitigating organic inventory cost volatility.
Solution B Proposal: Corporate B2B Catering & Third-Party Courier Delivery
This strategy establishes wholesale catering agreements with corporate clients in nearby industrial and office parks, paired with a third-party courier service for local retail deliveries. Out-sourcing logistics allows Basil to remain onsite focused on baking. This diversifies income streams away from footfall-dependent retail, capturing off-site consumers while establishing predictable, high-volume recurring revenues.
Evaluation Results and Justifications
Evaluating both options using the Plus, Minus, Interesting (PMI) framework (Appendix 1) indicates that Solution A (Click-and-Collect) is the superior strategic choice, achieving a net score of +11 compared to Solution B’s score of 0. Criteria were structured around operational feasibility, capital requirements, margin preservation, and alignment with baking constraints. Solution A was heavily weighted for its ability to directly eliminate queue friction without increasing fixed operational overheads or exposing delicate organic baked goods to third-party delivery risks.
Justifications for the Implementation Plan
The 8-week implementation roadmap (Appendix 2) follows a logical operational progression designed to minimize disruption. Phases 1 and 2 prioritize software configuration and kitchen workflow integration, ensuring system stability before public rollout. Phase 3 executes targeted local marketing aimed directly at nearby office workers and hybrid commuters. Phase 4 manages the formal launch and live performance monitoring. Task responsibilities are strictly allocated to leverage specialized external IT expertise while allowing Basil to maintain core production.
Justifications for the KPI and SMART Objectives
The primary Key Performance Indicator—Monthly Digital Click-and-Collect Revenue Growth—directly measures the bakery's ability to recapture lost sales volume (Appendix 3). The associated SMART objectives establish a clear target: generating £3,000 in monthly digital orders within 6 months. This goal is specific to online queue bypass, measurable via POS reporting, realistic through minor daily customer conversion (20–25 orders/day), highly relevant to bridging the 25% deficit, and strictly time-bound.
Key Findings
Permanent retail park footfall reductions require a fundamental pivot from passive drop-in reliance to active digital capture.
Cost pressures from organic raw ingredients and overheads necessitate predictable, pre-ordered production cycles to minimize waste.
Customer friction stems primarily from peak-time wait durations and unserved pre-order/delivery requests.
Solution A (Click-and-Collect) offers high margin retention and operational feasibility without third-party commission erosion.
A structured 8-week rollout supported by targeted corporate marketing provides a sustainable pathway to recover pre-2020 revenue levels.
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PMI Evaluation Table
Methodology adapted from De Bono (1999).
Solution A: Digital Pre-Ordering & Click-and-Collect Platform
	Plus (+Score)
	Minus (-Score)
	Interesting (+/- Score)

	Eliminates peak customer queue wait times (+4)
	Initial software platform setup fees (-2)
	Enables precise pre-batch baking schedule (+2)

	Captures sales from remote/hybrid workers (+3)
	Requires minor staff operational training (-1)
	Facilitates digital customer loyalty rewards (+1)

	Requires no additional delivery logistics (+3)
	Dependent on customer digital adoption (-1)
	Significantly reduces daily food waste (+2)

	TOTAL PLUS: +10
	TOTAL MINUS: -4
	TOTAL INTERESTING: +5


Overall Score Solution A: +10 - 4 + 5 = +11
Solution B: B2B Corporate Catering & Third-Party Delivery
	Plus (+Score)
	Minus (-Score)
	Interesting (+/- Score)

	Reaches non-visiting remote customers (+4)
	High third-party courier commissions (-4)
	Requires packaging redesign for transport (+1)

	Allows Basil to remain onsite baking (+3)
	Risk of transit damage to delicate items (-3)
	Sales subject to local weather shifts (0)

	Expands geographic market reach (+2)
	Loss of direct customer relationship (-2)
	Dynamic surge pricing during peak hours (-1)

	TOTAL PLUS: +9
	TOTAL MINUS: -9
	TOTAL INTERESTING: +0


Overall Score Solution B: +9 - 9 + 0 = 0


Implementation Plan
Problem: Stagnated sales, declining retail park footfall, and peak-time queues.
Solution: Click-and-Collect Digital Platform. (Framework adapted from Slack et al., 2019)
	Stage
	WHAT
	HOW
	WHEN
	WHO

	1
	Software & Menu Setup
	Procure off-the-shelf Click-and-Collect web platform; input menu and lead times.
	Weeks 1–2
	IT Vendor & Basil

	2
	Hardware & Workflow Testing
	Install order printer in kitchen; conduct dry-runs during morning baking.
	Weeks 3–4
	Basil & Bakery Staff

	3
	Marketing & Signage
	Distribute flyers to nearby offices; post signage for pickup window.
	Weeks 5–6
	Marketing Freelancer & Basil

	4
	System Launch & Review
	Go live with web portal; monitor peak queue times and daily order volume.
	Weeks 7–8
	Basil


KPI and SMART Objective Table
Key Performance Indicator: Monthly Digital Click-and-Collect Revenue Growth Percentage.
(Framework adapted from Drucker, 2007)
	Criteria
	Description

	Specific
	Generate £3,000 per month in additional digital sales to recover the 25% revenue loss.

	Measurable
	Tracked weekly via POS software integrating online order totals.

	Attainable
	Requires achieving approximately 20–25 pre-orders daily from local office workers.

	Relevant
	Directly bypasses queue bottlenecks and mitigates physical footfall deficits.

	Time-Bound
	Achieve target within 6 months of system launch.



