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[bookmark: _Toc237599241]Task 1: Overview of the Case Study
A small and independent business, Basil's Bakery, located in a retail park in Coventry, is in a critical financial situation with sales still 25% lower than pre-2020 levels. The underlying issues are a lower customer traffic due to shift working (remote working) and the lack of stores around. This is made worse by increased fixed costs (rent, utilities) and shifting and unpredictable organic stock prices. The bakery also lacks efficient operational capabilities like ability to deliver during peak demand or to process the pre-orders, which hinders the bakery from capturing existing demand. Without a strategy intervention, the current business operations are not viable.
[bookmark: _Toc237599242]Task 2: Proposed Solutions
[bookmark: _Toc237599243]Solution A Proposal: Digital Pre-Ordering and Click-and-Collect System
Solution A is to create a dedicated digital pre-order system using a mobile friendly Internet application. Customers (office workers and locals) can place and pay for their orders in advance and choose time slots for picking up their orders. This directly addresses the main concern of long waiting times at rush hour. Basil can capture lost sales, optimize throughput and provide efficient service to busy workers without additional labor costs by eliminating counter queues and reducing the diversion of attention from phone calls while baking.
[bookmark: _Toc237599244]Solution B Proposal: Local B2B Corporate Catering and Courier Delivery System
Solution B is aimed at establishing a corporate lunch service for Coventry's local office blocks and industrial units. Pre-ordering would take place online and would be delivered within a period of time in the late morning (around 15:00 hours) via a local third-party eco-courier. This helps to overcome the footfall drawback by delivering the product directly to hybrid workers on their in-office days and non-visiting corporate clients. In addition, catering orders are foreseeable and are based on quantity, which can help keep the revenue level even despite the increase of overheads.


[bookmark: _Toc237599245]Task 3b: Evaluation Results and Justifications
The Plus, Minus, Interesting (PMI) analysis (Appendix 1) indicates that Solution A (Digital Pre-Ordering & Click and Collect) is the best choice (+11 points compared to +4 points for Solution B).
Operational feasibility, capital expenditure, potential revenue recovery and working with Basil's one-man baking limitations were the key criteria used for the primary evaluations. The solution A got more positive weightings as it directly addresses the issue of queue frustration and has low set-up costs and low friction in daily use. Solution B brought positive weightings for market expansion, but had negative weightings for the concerns about reliability of couriers, the high packaging cost, and the possibility of reduced quality of delicate organic pastries when transported. Solution A optimizes profits in terms of revenues while remaining within the constraints of the current operations.
[bookmark: _Toc237599246]Task 4b: Justifications for the Implementation Plan
The listed implementation timeline (Appendix 2) is based upon a structured problem-solving continuum to keep disruption in the business to a minimum. Phase 1 involves technology selection and menu simplification to make operations "ready for public" launch. Phase 2 involves training staff and changing the layout of the shop, to ensure that the pre-ordering during peak hours does not interfere with the walk-in sales.
Marketing activities are planned right before the launch (Phase 3) to adjacent offices buildings to create a quick awareness among hybrid workers. Basil is responsible for overall governance, with an external IT freelancer to setup the software and allow Basil to focus on core production.
[bookmark: _Toc237599247]Task 5b: Justifications for the KPI and SMART Objectives
The main Key Performance Indicator (KPI) set for monitoring effectiveness (Appendix 3) is Average Daily Peak Hour Order Volume and Transaction Revenue. This KPI directly indicates whether the business is compensating for lost footfall by being more efficient in generating sales during their peak hours.

The following KPIs are supported by the following proposed SMART objectives;
· Specific: Focus on the office workers in the area for adoptability.
· Measurable: increase the total monthly sales revenue by 15% and get 30% of customer lunch orders to be pre-ordered within 6 months.
· Achievable: Makes use of current profitable bakery lines without adding extra baking personnel.
· Relevant: Implements direct counteractions to the 25% loss of revenue after 2020.
· Time-Bound: Was assessed every month for a fixed 6-months post launch.
[bookmark: _Toc237599248]Task 7: Key Findings
The challenge called Core Problem is due to a 25% decrease in sales from pre-2020 numbers, as a result of reduced retail park footfall, hybrid working and increasing overhead costs.
· Optimal Solution: A digital Click-and-Collect system (Solution A) is the most convenient and practical approach to recover unfulfilled demand without having to break into baking activities.
· Suitability: Digital pre-ordering not only requires less capital, but is also less risky than using third-party delivery.
· Execution: Hybrid 8-week rollout: local marketing, staff training and system integration.
· Target Output: Revenue increase of 15% in 6 months with SMART performance tracking.
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[bookmark: _Toc237599250]Appendix 1-Task 3a: PMI Evaluation Tables
[bookmark: _Toc237599251]Solution A: Digital Pre-Ordering and Click and Collect
[image: ]
Overall Total (Solution A): +11
[bookmark: _Toc237599252]Solution B: Local B2B Corporate Catering and Delivery
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Overall Total (Solution B): +4 (Mind Tools PMI Framework, 2023).

[bookmark: _Toc237599253]Appendix 2-Task 4a: Implementation Plan Table
Business Challenge: 25% revenue loss caused by fewer shopping visits to retail parks and wait times of customers in peak hours.
Solution: The development of a Click-and-Collect Digital Pre-Order Web App.
(Slack et al., 2019)
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The implementation schedule details a gradual phased-in approach over 8 weeks to help Basil's Bakery move seamlessly into a digital pre-order system, without impact on their normal baking process. Stages 1 and 2 lays the groundwork for operations - starting with the procurement of a basic eCommerce ‘click-and-collect’ platform in Weeks 1-2. Basil can be relieved of the responsibility of choosing and setting up the system, while still being able to concentrate on his baking jobs, with the expertise of an external IT contractor. After the technical set-up, Weeks 3–4 involve ensuring that the system is ready, and that Basil and front of house staff have tested the system, set up a special ‘pick-up counter' to avoid the queues at peak times and trained the team so they are ready to collect customers seamlessly when it is time to pick them up.
In stages 3 and 4, the focus is on customer acquisition, and long-term performance evaluation. In Weeks 5-6, the marketing campaign focuses specifically on the local workforce in office buildings and the "hybrid" workforce, featuring QR code flyers placed in local office buildings and social media campaigns. Hiring a marketing freelancer means that the marketing is run professionally while at the same time not burdening internal personnel. Stage 4 sets the stage for the official launch of the service, with Basil now fully operational to monitor daily order volumes, monitor sales performance and make adjustments as needed to optimize daily efficiency and revenue recovery.
[bookmark: _Toc237599254]Appendix 3-Task 5a: KPI and Smart Objectives Table
Key Performance Indicators (KPIs): Average Monthly Revenue Growth & Pre-Order Conversion Rate.

(Doran, 1981)
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