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[bookmark: _Toc237530693]Task 1: Overview of Case-study
Basil's Bakery is a quality artisan bakery based in Coventry, UK, offering products made with organic ingredients, including artisan bread, cakes and pastries, from a small independent bakery in a retail park. Trading volume continued to increase from 2015 to 2020 until footfall and revenue fell sharply due to the COVID-19 pandemic. Since the end of the trading restrictions, sales have remained about 25% lower than in 2019, which is consistent with the broader trend that many small businesses did not fully rebound after trading restrictions ended (Wang and Kang, 2021; Kim, Parker and Schoar, 2020).
However, the main issue is that Basil's Bakery has not adjusted its services to reflect permanent changes in customer behaviour, including more people working from home, fewer visitors to the retail park and the closure of adjacent businesses (Bartik et al., 2020). Rising overheads and unpredictable organic ingredient costs have compounded this difficulty (Nordhagen et al., 2021), while customer requests for delivery and pre-order options currently remain unmet.
[bookmark: _Toc237530694]Task 2: Two Proposed Solutions
Solution A: Online Pre-Order and Click-and-Collect System
The first solution proposed is an online pre-order and click-and-collect service, where customers can order and pay online in advance and collect their purchases at an agreed time. This would reduce in-store waiting times and reduce Basil's reliance on managing telephone orders while baking. Such digital ordering systems have been found to aid in the efficiency of managing customer demand within small businesses (Rupeika-Apoga, Petrovska and Bule, 2022) and in the recovery of lost trade after a disruption (Mishrif and Khan, 2023).
Solution B: Local Delivery Partnership Service
The second solution proposed is a collaboration with an existing local delivery service to offer home delivery. This would help Basil's Bakery cater for those customers who no longer shop at the retail park, especially those who are no longer in the office and work from home. Small businesses that introduced new sales channels in response to changing customer behaviour were more likely to protect their revenue (Thukral, 2021), and firms that demonstrated this type of resilience coped more effectively with the lasting effects of the pandemic (Sarkar and Clegg, 2021).
[bookmark: _Toc237530695]Task 3a): PMI Evaluation
Both solutions were evaluated using the Plus, Minus, Interesting (PMI) technique (Rainbow Curriculum, 2023), shown in full in Appendix 1. The impact of each factor was scored from 1 to 5, with Plus score added, Minus score subtracted, and Interesting score added for each solution, to get an overall score for each. The overall score for Solution A (Online Pre-Order and Click and Collect): +5 (moderate benefit in terms of waiting time reduction but small effect on those who no longer go to the bakery). Solution B (Local Delivery Partnership) posted a higher overall score (+8), mainly due to its ability to deliver to customers who are now working from home.
[bookmark: _Toc237530696]Task 3b): Evaluation Results and Justification
The results from the PMI show that the Local Delivery Partnership Service is the stronger solution because it directly addresses the loss of footfall rather than only increasing convenience for existing customers. The three factors with the greatest positive impact are reaching customers who work from home, avoiding the need for additional delivery staff, and expanding the sales area beyond the retail park. First, reaching customers who now work from home received the highest score (5). This is because these customers no longer regularly pass the retail park, so improving the physical bakery alone is unlikely to bring them back. A delivery service allows Basil's Bakery to reach these customers at home, creating an opportunity to recover some of the sales lost after the pandemic. The impact is therefore high because this solution reaches a customer group that the current retail-park model cannot easily access. Second, the option of having no need for additional delivery staff scored 4. This is important because Basil has limited capacity to hire and manage delivery riders while also running the bakery and preparing products. Using an established delivery partner reduces the operational burden and allows Basil to focus on producing and selling bakery products. The impact is positive because it makes the solution more practical and achievable for a small owner-operated business. Third, expanding the sales area beyond the retail park scored 3. Delivery allows Basil's Bakery to reach customers who live or work outside the immediate retail park area, reducing dependence on passing footfall. The impact is moderate because it creates access to a wider customer base, although delivery alone cannot guarantee that all lost footfall will be recovered (Balla-Elliott et al., 2021). These three factors explain why Solution B achieved a higher PMI score than Solution A. Although Solution B has higher commission costs, its ability to reach customers whose behaviour has permanently changed makes it more suitable for recovering lost sales (Fairlie, 2020). Therefore, Solution B is selected as the preferred solution.
[bookmark: _Toc237530697]Task 4a): Risk Analysis
Implementing a Local Delivery Partnership Service carries several risks. First, commission charged by delivery platforms could reduce Basil's profit margin on each order, potentially by 15–30% (Belitski et al., 2022). The likelihood of this risk is high because commission is a normal cost of using a third-party platform, while the impact on profitability could be significant. Basil can reduce this risk by comparing providers and setting delivery prices that cover the additional cost. Second, there is a risk of unreliable delivery performance because the quality of the service is partly controlled by the third-party provider rather than Basil. This could lead to customer dissatisfaction and damage the bakery's reputation. Basil can reduce this risk by selecting a reliable provider and monitoring customer feedback during the trial period. Third, demand may be lower than expected if customers are not aware of the new service. This could result in insufficient additional revenue to justify the commission costs. Basil can mitigate this risk by promoting the service through social media and local advertising and reviewing order volumes during the trial. Finally, extra orders could put pressure on Basil and the bakery's limited staff during busy baking periods (Nordhagen et al., 2021). A staged trial and the use of a part-time assistant can help manage this operational risk before the service is expanded. Overall, the risks are significant enough to require monitoring, but they are manageable because each can be addressed through a specific mitigation action during the trial period.
[bookmark: _Toc237530698]Task 4b): Feasibility of the Selected Solution
Despite these risks, the Local Delivery Partnership Service is considered feasible for Basil's Bakery. An established delivery platform reduces the capital expenditure and hiring requirements that would be needed to maintain an in-house delivery system (Glaeser et al., 2021). Adjusting delivery pricing can help manage commission costs, while a trial period can test customer demand before additional resources are committed. A staged approach also allows Basil to identify operational problems and make changes before expanding the service. This is consistent with evidence that small businesses benefited from incremental adaptation during the continuing uncertainty following the pandemic (Balla-Elliott et al., 2021). The solution is also operationally feasible because delivery is provided by an external partner, while Basil and a part-time assistant can focus on production, order preparation and monitoring during the trial. Therefore, the proposed solution is feasible within Basil's available resources and risk tolerance, provided that performance and costs are reviewed throughout the trial.
[bookmark: _Toc237530699]Task 5a): Implementation Plan
The Implementation Plan (see Appendix 2) is structured in four stages over eight weeks. The first stage (weeks 1–2) involves researching and selecting a reliable delivery partner, with particular attention to commission rates and service reliability because these factors have a direct influence on profitability and service quality. The second stage (week 3) involves finalising the menu and delivery costs on the selected platform so that prices remain competitive while covering the additional costs of delivery. The third stage (weeks 4–6) introduces a trial launch, promoted through social media and local advertising, allowing Basil to test demand and manage his workload before full implementation. The final stage (weeks 7–8) involves reviewing order volume, delivery performance and customer feedback, and then adjusting pricing, delivery area or menu items as necessary. This staged structure is appropriate because recovery after disruption can be slow and uncertain, making it useful to test new services before committing to full implementation (Mishrif and Khan, 2023).
[bookmark: _Toc237530700]Task 5b): Justification for the Implementation Plan
The sequence and timing of the activities reflects the level of risk involved at each stage. Partner selection is prioritised first because choosing an unsuitable platform could negatively affect the entire initiative. Basil, as the owner, has the primary responsibility for the initial decisions, while a part-time assistant can support the business during the trial period if order volumes increase. Using a staged approach rather than launching the service at full scale will minimise financial exposure and help identify problems at an early stage. This is consistent with evidence that businesses making recovery decisions based on observed data rather than assumptions were more successful in sustaining new services (Balla-Elliott et al., 2021).
[bookmark: _Toc237530701]Task 6a): KPI and SMART Objectives
The Key Performance Indicator selected is weekly delivery sales revenue, detailed with SMART objectives in Appendix 3. The objective is Specific because it focuses on revenue generated through the delivery service; Measurable because the delivery platform can automatically record sales revenue; Attainable because Basil is joining an existing delivery platform rather than creating a delivery service from scratch; Relevant because it targets customers identified as a key part of the problem, particularly those who now work from home (Bartik et al., 2020); and Time-bound because the target is to reach 15% of pre-2020 sales levels through delivery within six months of launch. This target gives Basil a clear measure of whether the selected solution is contributing meaningfully to the recovery of lost sales.
[bookmark: _Toc237530702]Task 6b): Monitoring and Evaluation
This KPI will be tracked weekly using information provided by the delivery platform, including total delivery revenue, number of orders, average order value and average commission, together with customer feedback from reviews and direct enquiries. These measures will allow Basil to determine whether sales are growing and whether the service remains profitable after commission costs. Monitoring sales performance is particularly useful for small businesses operating through digital channels (Rupeika-Apoga, Petrovska and Bule, 2022). If performance is below the target, Basil could review the menu, adjust delivery prices, change the delivery area or consider a different provider with lower commission costs.
[bookmark: _Toc237530703]Task 7: Key Findings
1. Due to changes in consumer behaviour after the pandemic, Basil's Bakery sales are about 25% down from 2019.
2. The issue is that the business hasn't adjusted its service model to those who don't physically come to the retail park.
3. The PMI evaluation shows that a Local Delivery Partnership Service is more effective compared to an online pre-order system in addressing the problem.
4. The risks, such as commission costs and operational burden, are within control, taking the possibility of implementing an existing delivery platform into account.
5. A phase-wise implementation plan and clear KPI monitoring will allow Basil to evaluate and adjust the new service as required.
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[bookmark: _Toc237530705]Appendix 1 – Task 3a) PMI Evaluation Table
The PMI (Plus, Minus, Interesting) technique below was used to compare Solution A and Solution B (Rainbow Curriculum, 2023). Each factor was scored from 1 (low impact) to 5 (high impact). Plus scores are added, Minus scores are subtracted, and Interesting scores are added, to give an overall total for each solution.
	Solution A: Online Pre-Order and Click-and-Collect System

	Plus
	Minus
	Interesting

	Reduces in-store waiting time (3)
	Cost of setting up website/app (3)
	Could add a loyalty scheme later (2)

	Improves order accuracy (3)
	Basil needs time to manage orders while baking (3)
	Gives Basil useful data on customer orders (1)

	Attracts remote workers on office days (2)
	
	

	TOTAL: +8
	TOTAL: -6
	TOTAL: +3


Overall Total for Solution A = +5
	Solution B: Local Delivery Partnership Service

	Plus
	Minus
	Interesting

	Reaches customers now working from home (5)
	Platform commission reduces profit margin (4)
	Could combine deliveries with other local shops (2)

	No extra delivery staff needed (4)
	Basil loses some direct contact with customers (2)
	May build Basil's own delivery service later (2)

	Expands sales area beyond the retail park (3)
	Depends on the delivery platform's reliability (2)
	

	TOTAL: +12
	TOTAL: -8
	TOTAL: +4


Overall Total for Solution B = +8
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Appendix 2 – Task 5a) Implementation Plan
Problem being solved: Falling sales caused by customers who no longer visit Basil's Bakery in person, particularly those now working from home.
Solution being implemented: Local Delivery Partnership Service.
	
	WHAT
	HOW
	WHEN
	WHO

	1
	Research and select a delivery partner
	Compare local delivery platforms on commission rates and reliability
	Weeks 1–2
	Basil (owner)

	2
	Set up menu and pricing on the platform
	Create a digital menu with delivery pricing that covers commission costs
	Week 3
	Basil, with platform onboarding support

	3
	Trial the delivery service
	Launch delivery on a trial basis and promote it through social media and local flyers
	Weeks 4–6
	Basil and a part-time assistant

	4
	Review and adjust the service
	Monitor order volume and customer feedback, then adjust pricing, delivery area or menu
	Weeks 7–8
	Basil (owner)


The staged approach used in this plan is based on guidance for small businesses adopting new digital or delivery-based services during recovery from disruption (Mishrif and Khan, 2023).
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Appendix 3 – Task 6a) KPI and SMART Table
The Key Performance Indicator is: Weekly delivery sales revenue.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase weekly delivery sales revenue through the new Local Delivery Partnership Service
	Tracked weekly using automatic sales reports from the delivery platform
	Achievable by joining an existing delivery platform rather than building a new service from scratch
	Directly targets customers who now work from home and no longer visit in person
	Reach 15% of pre-2020 sales levels through delivery within 6 months of launch


This KPI and SMART framework follows guidance on monitoring digital sales performance in small businesses (Rupeika-Apoga, Petrovska and Bule, 2022).
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