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Task 1: Overview of Case Study
Basil's Bakery has traded from a Coventry retail park since 2015. Although sales improved after 2020, they averaged 25% below the 2019 level between 2023 and 2025. The main problem is not product quality, but the bakery's dependence on walk-in trade as the local customer base changes. Shops have closed, retail workers have been made redundant and office staff travel in less often. Between January and March 2025, 28% of working adults in Great Britain worked on a hybrid basis (Office for National Statistics, 2025). Higher rent, utilities and unpredictable organic-input prices add pressure, but cutting costs alone would not restore lost demand (Proctor, 2019).
Task 2: Two Proposed Solutions
Solution A Proposal: Order Ahead
Solution A - Order Ahead: Basil could introduce online ordering and payment, timed click-and-collect and a small local delivery round. Customers would place orders before a clear cut-off time. A part-time assistant would deal with confirmations and customer queries, while a driver would handle delivery, allowing Basil to remain on site and concentrate on baking. This responds to requests customers have already made and gives people who now work from home a practical way to keep buying from the bakery. Confirmed orders should also shorten queues and reduce unsold stock. In effect, the bakery would widen its distribution without taking on the cost and disruption of moving premises (Kotler, Keller and Chernev, 2022).
Solution B Proposal: Bakery to Business
Solution B - Bakery to Business: A second option is to supply breads, pastries and cake platters to nearby offices, warehouse canteens, independent cafes and caterers on weekly orders. This would reduce reliance on retail-park visitors and make production and purchasing easier to plan. Larger, standardised batches might also reduce waste and unit cost. However, business customers are likely to expect wholesale prices, so higher volume would be needed to replace the margin from retail sales. Contracts could take time to secure, and early deliveries or larger orders may require more staff, equipment or oven capacity. The idea is workable, but less suited to Basil's present one-person production model (Proctor, 2019).


Task 3b: Evaluation Results and Justifications
Appendix 1 gives Order Ahead a score of +8, compared with +1 for Bakery to Business. PMI was useful here because it forced both benefits and drawbacks to be considered before a choice was made (de Bono, 2006). Four issues mattered most: reducing dependence on footfall, protecting margin, fitting the work around Basil's baking role and producing results quickly. The scores show the importance and likely effect of each point rather than acting as fixed weights repeated mechanically. For example, Order Ahead receives +5 for reaching displaced customers because it answers requests already made, whereas business demand receives +3 because contracts are less certain. Order Ahead can start on a small scale, keeps retail prices and does not require major production expansion. Bakery to Business offers steadier volumes, but the lower margin, longer sales process and capacity demands make it less suitable at present. As PMI still involves judgement, the recommendation should be tested through a controlled pilot (Chartered Management Institute, 2015).


Task 4b: Justification of the Implementation Plan
The plan in Appendix 2 is divided into four practical stages, with each stage providing information needed for the next one (Kerzner, 2022). From 24 August to 6 September 2026, Basil checks demand, prices, the product range and a realistic delivery area before committing money. Ordering, payment and packaging are set up from 7 to 20 September 2026, when the assistant and driver are also recruited. The four-week pilot runs from 21 September to 18 October 2026, with delivery on two fixed days each week. This provides enough time to observe order levels, waste, punctuality and complaints without launching a full service immediately. Results are reviewed and the offer is adjusted from 19 October to 15 November 2026. Basil remains responsible for prices, products and production; the assistant manages orders and customer contact; and the driver manages delivery. The scale decision is made on 15 November 2026, followed by monthly reviews from 30 November 2026.
Task 5b: Justification of the KPI and SMART Objectives
The proposed KPI is the share of weekly revenue earned through pre-orders, click-and-collect and delivery. It is more useful than a general sales figure because it shows whether the bakery is genuinely becoming less dependent on passing trade. The information can be taken from the ordering platform and till each week, so Basil can respond while the pilot is still running. This follows Parmenter's (2010) view that a useful indicator should focus attention on performance that managers can influence. Before launch, Basil should record the current baseline. The 20% target is provisional and should be reviewed against that baseline and the early pilot results. The SMART framework then makes the proposal more specific and accountable (Doran, 1981). It defines the service, area and staff roles; gives a clear calculation; and sets deadlines for launch, review and the six-month target. A four-week pilot with delivery on two fixed days per week keeps the initial commitment manageable. Results should be reviewed weekly, with order value, punctuality, complaints and waste checked monthly. If delivery is not covering its contribution cost, Basil can keep collection while reducing or stopping the delivery element.


Task 6: Key Findings
· The main problem is reliance on declining retail-park footfall, not product quality; sales remained 25% below 2019 levels between 2023 and 2025.
· Shop closures, redundancies and hybrid working mean Basil needs another way to reach customers.
· PMI favours Order Ahead (+8) over Bakery to Business (+1) because it can start sooner, retains retail prices and fits around Basil's baking work.
· A four-week pilot, with orders and delivery delegated, tests the service without creating high fixed costs.
· Progress should be measured through non-footfall sales share, using a provisional target of 20% within six months alongside punctuality, complaints and waste.
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Appendices


Appendix 1 - Task 3a
PMI Evaluation: Order Ahead
	Plus
	Minus
	Interesting / Implications

	Reaches lapsed and hybrid-working customers, reducing footfall dependency (+5)
	Assistant, driver and platform create recurring costs (-3)
	Order data improves product and production planning (+2)

	Uses a low-cost existing platform and preserves retail prices (+4)
	Orders still need to be matched with daily production (-3)
	Subscriptions and celebration-cake pre-orders could follow (+2)

	Confirmed orders reduce queues, overproduction and waste (+3)
	Traffic and a limited radius restrict delivery capacity (-2)
	A third-party platform reduces control of customer data (-2)

	A small pilot can start within weeks and scale gradually (+2)
	Late or damaged deliveries could harm reputation (-1)
	Fixed collection and delivery slots may smooth peak demand (+1)

	Total = +14
	Total = -9
	Total = +3


Overall total for Order Ahead = +14 -9 +3 = +8
Scoring method: each point is scored 1-5 according to its importance and likely effect; minus values are negative and interesting implications may be positive or negative. Technique adapted from de Bono (2006).


Appendix 1 - Task 3a (continued)
PMI Evaluation: Bakery to Business
	Plus
	Minus
	Interesting / Implications

	Standing contracts create predictable demand and cash flow (+4)
	Wholesale discounts reduce margin per item (-4)
	Standardised batches could reduce unit production cost (+2)

	Business demand reduces reliance on retail-park shoppers (+3)
	Contracts may take months to win (-3)
	Business clients may also refer retail customers (+1)

	Bulk purchasing makes organic-input planning easier (+2)
	More capacity, staff or equipment may be needed (-3)
	Dependence on a few clients creates concentration risk (-2)

	Repeat production can reduce daily waste (+1)
	Early deliveries conflict with Basil's baking hours (-1)
	Price-review clauses could partly hedge ingredient inflation (+1)

	Total = +10
	Total = -11
	Total = +2


Overall total for Bakery to Business = +10 -11 +2 = +1
Conclusion: Order Ahead is preferred because its overall score (+8) is materially higher than Bakery to Business (+1).


Appendix 2 - Task 4a
Implementation Plan
Problem: Sales averaged 25% below 2019 during 2023-2025 because the bakery depends on declining walk-in footfall.
Solution: Order Ahead - online pre-order and payment, timed click-and-collect and limited local delivery.
	#
	WHAT
	HOW
	WHEN
	WHO

	1
	Validate demand and service design
	Survey existing and lapsed customers and nearby employers; map the delivery radius; test the product range, cut-off time, minimum order and delivery fee against contribution margin.
	24 Aug–6 Sept 2026
	Basil

	2
	Build the ordering and fulfilment capability
	Configure an off-the-shelf store and card payment; test confirmations; select protective packaging; recruit and train a part-time order assistant and driver; document the hand-off process.
	7–20 Sept 2026
	Basil and platform provider; Basil recruits the assistant and driver

	3
	Run a controlled pilot
	Offer daily click-and-collect and delivery on two fixed days each week. Record channel revenue, order numbers, waste, on-time delivery and complaints; hold a short review each week.
	21 Sept–18 Oct 2026
	Basil (production), assistant (orders), driver (delivery)




Appendix 2 - Task 4a (continued)
Implementation Plan (continued)
	#
	WHAT
	HOW
	WHEN
	WHO

	4
	Evaluate, improve and scale
	Compare results with the baseline and KPI; adjust the range, radius, fee and cut-off; scale delivery only if contribution and service quality are acceptable; promote to the industrial site and home workers.
	19 Oct–15 Nov 2026; monthly from 30 Nov 2026
	Basil with the assistant and driver


Format adapted from Kerzner (2022) and the module action-planning framework: what, how, when and who.


Appendix 3 - Task 5a
KPI and SMART Objectives
Key Performance Indicator: weekly non-footfall sales share = revenue from online pre-orders, click-and-collect and delivery divided by total weekly revenue × 100.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch online pre-order and payment, timed click-and-collect and a local delivery round for the retail park, adjacent industrial site and nearby postcodes. An assistant handles orders so Basil can continue baking.
	Non-footfall sales share = weekly revenue from pre-order, click-and-collect and delivery divided by total weekly revenue × 100. Record the baseline before launch and compare it with weekly platform and till results, supported by order value, waste and punctuality.
	Aim for a provisional 20% of weekly revenue through the new channel by month 6. Customer requests suggest demand, while an off-the-shelf platform and a four-week pilot on two delivery days per week keep the initial cost manageable. Scale only if contribution margin is positive.
	The objective directly reduces dependence on declining walk-in footfall. Pre-ordering also tackles queues and waste, supporting viability while rent, utilities and organic-input costs remain high.
	Make the system live by 20 September 2026, finish the pilot by 18 October 2026 and make the scale decision by 15 November 2026. Review weekly, begin monthly reviews on 30 November 2026 and reach 20% by 21 March 2027, or revise or stop the channel.


SMART framework adapted from Doran (1981); KPI design informed by Parmenter (2010).
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