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[bookmark: _Hlk205982484]Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a Coventry-based business suffering a 25% post-pandemic revenue collapse. The root problem is an unsustainable retail-bound business model that depends entirely on physical footfall within a structurally declining retail park. 
Several key issues contribute to this core problem:
Sociocultural shifts: Widespread hybrid working patterns mean office staff work from home, permanently destroying the high-margin daily lunch trade.
Economic decay: Cascading shop closures reduce organic footfall, while inflation spikes fixed rent and utility bills.
Operational bottlenecks: Basil's manual counter system creates long lunch queues, while unanswered phone pre-orders cause lost sales. [UWTSD], 2026)













[bookmark: _Hlk205982497]
Two Proposed Solutions
Solution A: Automated Click-and-Collect Web Portal
This solution involves launching a basic, automated online ordering website (such as Square for Restaurants) for customer pre-orders. Customers view menus, pre-order, and pay digitally via mobile phones.
This directly resolves the machinery and method bottlenecks identified in your problem analysis. By automating order capture, Basil eliminates the issue of unanswered phone calls while baking. It also removes the physical counter queue bottleneck during peak lunch hours. This lets Basil secure sales from busy local commuters and remaining retail park staff without needing extra counter employees.
Solution B: Third-Party Delivery App Partnership
This strategy involves onboarding Basil’s Bakery onto digital aggregator platforms such as Deliveroo or Just Eat. These networks host the artisan menu online, process electronic payments, and supply independent on-demand couriers to fulfil door-to-door dispatches.
This directly solves the root problem of declining physical footfall within the retail park. By leveraging external logistics, Basil breaks his location-bound constraint. It provides an immediate distribution channel to recapture loyal office staff working from home and displaced industrial workers, generating a new offsite revenue stream without forcing Basil to leave his kitchen or buy an expensive delivery asset. [UWTSD], 2026)







Evaluation Results and Justifications
Based on the quantitative PMI evaluation, Solution A (Click-and-Collect) is the most appropriate option to progress with, achieving a superior net outcome score of +12 compared to Solution B’s score of +6.
The primary decision criteria used were operational convenience, capital cost, and profit margin protection. In this scoring framework, protecting profit margins from premium organic stock spikes was given the highest positive weighting (+5) because financial resilience is vital for survival. Therefore, Solution B was heavily penalised with a maximum negative score (-5) because third-party delivery apps charge heavy 30% commissions that would destroy Basil's fragile profits.
Conversely, Solution A was awarded top marks (+5 for Convenience and +4 for Cheap). This weighting is defended because it resolves peak lunch queues and unanswered phone bottlenecks at minimal cost, allowing Basil to remain onsite to bake safely, mathematically proving it as the best outcome. (De Bono, 1982).













Justifications for the Implementation Plan
The Implementation Plan in Appendix 2 follows a low-risk, chronological order across five weeks to ensure Basil is never operationally overwhelmed as a sole trader.
Logical Sequencing: Stage 1 (Software Audit) and Stage 2 (Menu Input) are intentionally placed in the first three weeks. Scheduling these administrative tasks early allows Basil to build the web system quietly during off-peak baking hours without interrupting daily counter sales.
Risk Mitigation: Stage 3 (Workflow Trial) is scheduled in Week 4 as a critical testing buffer. This decision ensures Basil can practice packaging digital pre-orders and balancing his kitchen schedule before exposing the system to live customer volume.
Role Allocation: Basil retains sole operational responsibility (WHO) for the first three stages to keep initial capital costs at zero.
By shifting ordering tasks to the customer in Stage 4, the plan successfully removes manual phone friction while protecting the bakery's rising overhead budget (Hönigsberg, et al, 2026),















Justifications for the KPI and SMART Objectives
The proposed Key Performance Indicator (KPI) Monthly Volume of Digital Click-and-Collect Orders is highly justified because it directly tracks the operational transition from manual to automated ordering. Instead of making progress within general sales data, this specific metric isolates how many customers successfully bypass historical counter queues, proving if the machinery bottleneck is resolved.
The individual elements of the SMART objective are defended through clear operational logic: (Doran, 1981).


















Key Findings
· [bookmark: _Hlk208302504]Permanent Footfall Reduction: The 25% revenue collapse is a permanent structural shift caused by hybrid home-working trends and cascading retail park closures, meaning historical walk-in habits will not return.
· Operational Queue Bottlenecks: Relying strictly on manual shop-counter service and telephone lines creates a severe operational block, causing high customer walkouts during busy daily lunch peaks.
· Financial Margin Compression: Spiking fixed utility bills and unpredictable, climate-driven organic stock costs make the current location-bound business model financially unviable without digital diversification.
· Digital Pre-Ordering Value: Implementing an automated click-and-collect web portal acts as the most cost-effective tool to capture sales without adding extra counter staff. [UWTSD], 2026)
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Appendices
Solution A: Automated Click-and-Collect Web Portal
	Plus (P)
	Minus (M)
	Interesting (I)

	• Convenient (+5): Bypasses long lunch queues.
	• Setup Time (-2): Demands personal setup hours.
	• Data Capture (+2): Collects client emails.

	• Cheap (+4): Avoids major upfront capital.
	• Habit Shift (-2): Customers must adapt online.
	• Menu Flex (+2): Instant stock price updates.

	• Efficiency (+3): Uninterrupted baking time.
	• Tech Risk (-1): Relies on stable internet.
	• Waste Control (+1): Accurate volume forecasting.

	Total Plus: +12
	Total Minus: -5
	Total Interesting: +5



Therefore: Overall Total for Solution A = 12 - 5 + 5 = +12

Solution B: Third-Party Delivery App Partnership

	Plus (P)
	Minus (M)
	Interesting (I)

	• Footfall Independent (+5): Reaches office staff working from home.
	• High Commission (-5): 30% fee hurts fragile organic profit margins.
	• Expanded Radius (+3): Targets customers across all of Coventry.

	• No Van Required (+4): Uses the app's existing courier network.
	• Quality Control Loss (-3): Risk of transit damage to delicate cakes.
	• App Placement (+1): High visibility for the artisan brand.

	• Instant Launch (+2): Immediate access to active app users.
	• Customer Isolation (-2): Platform hides buyer contacts details.
	• Demand Mapping (+1): Shows which local areas buy the most.

	TOTAL PLUS: +11
	TOTAL MINUS: -10
	TOTAL INTERESTING: +5



Therefore: Overall Total for Solution B = 11 - 10 + 5 = +6

Implementation Plan 
Name the problem you are solving: Declining Sales and Queue Bottlenecks due to Reduced Retail Footfall.
Name the solution you are implementing Solution A: Automated Click-and-Collect Web Portal.
	
	WHAT
	HOW
	WHEN
	WHO

	1
	Platform Audit
	Compare low-cost digital ordering software features like Square and Shopify systems.
	Week 1
	Basil (Owner).

	2
	Menu Input
	Upload high-quality artisan product photos and dynamic organic pricing structures online.
	Weeks 2–3
	Basil (Owner).

	3
	Workflow Trial
	Run kitchen practice tests with friends to balance packing times and baking schedules.
	Week 4
	Basil (Owner).

	4
	Public Launch
	Hand out flyers to office staff and put up posters in the storefront.
	Week 5 onwards
	Basil & Customers.








KPI Smart objectives
The Key Performance Indicator is: Monthly Volume of Digital Click-and-Collect Orders Fulfilled.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Target click-and-collect orders to clear counter lines and capture missed phone sales.
	Track 150 digital orders per month using the platform's built-in dashboard.
	Breaks down to a manageable 6 orders per working day.
	Directly counters lower retail park footfall by making ordering fast for remaining office commuters.
	Achieve this specific performance benchmark within a strict 3-month window post-launch.















Risk Analysis
Here is the shortened, clear risk assessment for Solution A
	What could cause a risk?
	What is the likelihood of the risk occurring?
(1 – 5)
	What is the impact of this risk?
(1 – 5)
	Risk Factor = Likelihood X Impact
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	Kitchen   Overload: Basil is too busy baking to pack digital orders.
	3
	4
	12
	Set strict order limits per hour on the web system.
	Use the app dashboard to pause new incoming orders temporarily.

	Technical Failure: Website crashes or internet drops during the lunch rush.
	2
	4
	8
	Choose a reliable, established platform provider like Square or Shopify.
	Take manual face-to-face counter orders until the system recovers.

	Low Adoption: Customers continue calling instead of ordering online.
	3
	3
	9
	Add a clear voicemail message directing buyers to the website.
	Give a small 10% discount on their first digital purchase.

	Organic Shortages: Severe crop failures cause missing menu ingredients.
	4
	3
	12
	Keep the online menu focused on simple, reliable organic items.
	Mark unavailable products as "Out of Stock" instantly online.
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