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[bookmark: _Toc234978107]Task 1: Overview of the Case Study
Basil's Bakery is an independent artisan bakery in a retail park in Coventry. The underlying issue is its challenges in sustaining profitability due to the decrease in its sales by 25 per cent versus the 2019 levels and the rise in rent, utilities, insurance and organic ingredient costs. Less people are on the street, shops around the corner have shut down, and more people are working from home, which have all affected spontaneous buying behaviors. There is also the issue of telephone dependence which leads to loss of orders and lack of certainty of ingredients which hampers production (Kahveci, 2025).
[bookmark: _Toc234978108]Task 2: Two Proposed Solutions
[bookmark: _Toc234978109]Solution A: Mobile Pre-order and Digital Loyalty
The introduction of a mobile-friendly pre-order platform and a digital loyalty scheme should be included in the package for basil. They would be able to check the daily availability, book products, choose collection time, pay safely and enjoy the benefits of repeat customers. Reduced interruptions to the phone calls and accuracy would occur with structured orders and demand information would be obtained for production decisions. Use of the e-commerce can enhance the marketing performance of SMEs if they are affordable, useful and easy to use (Giang, Tan and Nhung, 2025). But Basil would need the fundamental training and reliable technical assistance.
[bookmark: _Toc234978110]Solution B: Weekly Subscription Boxes and Collection Points
Basil may start weekly bakery subscription boxes that would be picked up at the bakery or community partner points. The customers would purchase regularly selected bread, the pastries or family breakfast products in advance, and the offices could use larger boxes for the workplace. Planned orders would have a positive impact on cash flow, batch production and ingredient planning, and lessen reliance on passing trade. Subscription research indicates that customers' intention to keep buying is affected by service quality, fulfilment and satisfaction (Lima, Ramos and Oliveira, 2024). More flexibility on pauses would help minimize cancelation risk.
[bookmark: _Toc234978111]Task 3b: Evaluation Results and Justifications
In Appendix 1, both proposals are evaluated using the PMI criteria: start up cost, revenue stability, convenience of customers, operational practicality and growth potential. The most important is the revenue stability, as Basil requires a steady income, not occasional increases in sales. Cost and practicability are also taken into consideration, as the bakery has a small workforce and a limited financial capacity. In fact, solution B (subscription box) gets the better score as it provides for a recurring demand, for a planned production and for lower waste. It has disadvantages of packaging, partner coordination and potential cancellations, but fixed collection points minimise delivery costs. Solution A is more accessible digitally, but with less certainty of money, as the platform fees and irregular order volumes. PMI's principle is to consider both positive and negative as well as noteworthy consequences in a balanced way before deciding (Sharma and Priyamvada, 2017).
[bookmark: _Toc234978112]Task 4b: Justification of the Implementation Plan
Appendix 2 is an eight week implementation sequence that starts with customer research and product costing. These activities should be considered first as subscription contents and prices should be dictated by demand while maintaining the margins. Basil will then outline collection partners, outline the options for boxes, and develop simple recurring payments. The public launch is preceded by a small pilot to test packaging and collection time and production capability without significant financial risk. Basil still has to take responsibility for the price and quality, and an assistant will handle packing and customer records. Representatives of partners confirm the collection arrangements. Advertising is done only after successful testing, because otherwise it would be undermining the trust. The final review will involve a comparison of subscriptions, cancellations, waste and contribution margin. While technology is a crucial component of digital transformation, it is not enough without a roadmap and the ability to implement and continuously improve (Kahveci, 2025).
[bookmark: _Toc234978113]Task 5b: Justification of the KPI and SMART Objectives
We will use monthly recurring subscription revenue as the primary KPI in Appendix 3, in order to make sure that the solution in question generates a reliable revenue stream. It needs to be analysed in conjunction with subscriber numbers, renewal rate, contribution margin and fulfilment accuracy and waste as one financial measure won't tell the whole story of the customer experience. Integrated retail metrics offer more power to understand satisfaction, customers' loyalty and future buying trends (Pires et al., 2025). The first SMART goal is to have 40 subscribers by the end of three months who are paying for this service. Specific, countable, and realistic via existing customers, local residents and partner promotion. The second is to get a 80 per cent monthly renewal rate by month 6, which will indicate whether quality and convenience help to retain customers. The third goal is to achieve a confirmed weekly demand to achieve a 15 per cent reduction in bakery inventory left in the cooler in four months. Basil should review the subscription and waste records weekly, and review the revenue, margin, complaints and cancellations on a monthly basis. Measurable, achievable objectives with ongoing monitoring enhance performance and stave off over-ambitious aspirations (Schkolski, 2025).
[bookmark: _Toc234978114]Task 6: Key Findings
· The main challenge faced by Basil is the loss of profits due to a drop in traffic, increased expenses, and limited avenues for customer ordering.
· Demand for digital pre-orders is not guaranteed to be regular, and they do need technical ability.
· Subscription boxes are chosen because of their predictable revenue and planned production as well as lowered unsold stock because of the pre-payment.
· Research with customers, controlled piloting, clear responsibilities and coordination of partners are prerequisites for successful implementation.
· The performance should be evaluated based on the recurring revenue, subscriber retention, fulfilment accuracy, contribution margin and waste reduction (Pires, Perestrelo and Santos, 2025).
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[bookmark: _Toc234978117]Appendix 1 – Task 3a: PMI Evaluation Tables
The PMI method considers advantages, disadvantages and noteworthy implications before scoring alternatives (Sharma and Priyamvada, 2017).
Solution A: Mobile Pre-order and Digital Loyalty
	Plus
	Minus
	Interesting

	Captures orders outside busy periods (+5)
	Requires platform setup (-3)
	Enables personalised offers (+3)

	Rewards repeat purchasing (+4)
	Needs staff training (-2)
	May support future subscriptions (+2)

	Provides demand information (+4)
	Technical faults may occur (-2)
	Develops a customer database (+2)

	Has manageable running costs (+3)
	Does not guarantee regular demand (-2)
	Allows seasonal pre-orders (+2)

	Total: +16
	Total: -9
	Total: +9



· Overall score for Solution A: +16
Solution B: Weekly Subscription Boxes
	Plus
	Minus
	Interesting

	Creates recurring revenue (+5)
	Adds packaging costs (-2)
	Supports office boxes (+3)

	Improves production planning (+5)
	Faces cancellation risk (-2)
	Enables gift subscriptions (+2)

	Reduces unsold stock (+4)
	Requires partner coordination (-2)
	Permits seasonal subscription tiers (+2)

	Strengthens retention (+4)
	Increases administration (-2)
	Expands access through collection hubs (+3)

	Total: +18
	Total: -8
	Total: +10



· Overall score for Solution B: +20
· Solution B therefore progresses to implementation.

[bookmark: _Toc234978118]Appendix 2 – Task 4a: Implementation Plan
· Problem being solved: Declining profitability, unstable demand and unsold stock.
· Solution being implemented: Weekly subscription boxes with local collection points.
	Task
	What
	When
	Who
	Done

	1
	Survey customers, identify box sizes and calculate ingredient, packaging and labour costs.
	Week 1
	Basil
	Thirty responses and approved costings

	2
	Confirm two collection partners, finalise three subscription options and establish payment, cancellation and collection rules.
	Weeks 2–3
	Basil and partner representatives
	Agreements and published terms

	3
	Allow twenty customers to test ordering, payment, packing and collection. Record errors and feedback.
	Weeks 4–5
	Basil and bakery assistant
	90 per cent accurate fulfilment

	4
	Promote subscriptions through displays, email, social media and collection partners.
	Week 6
	Basil
	Service publicly launched

	5
	Assess revenue, renewals, waste, complaints and contribution margin.
	Weeks 7–8
	Basil
	Improvement report completed



This staged sequence connects activities, ownership and review (Project Management Institute, 2021).


[bookmark: _Toc234978119]Appendix 3 – Task 5a: KPI and SMART Objectives
· Key Performance Indicator: Monthly recurring subscription revenue.
	Objective
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Subscriber acquisition
	Enrol customers into weekly bakery subscriptions
	40 paying subscribers
	Existing shoppers and partner audiences provide an initial market
	Subscribers create recurring demand
	Within three months

	Customer retention
	Maintain subscribers through reliable products and collection
	80 per cent monthly renewal rate
	Customers may pause, change or cancel plans
	Renewals demonstrate satisfaction and revenue stability
	By month six

	Waste reduction
	Align production with confirmed subscription demand
	Reduce unsold items by 15 per cent against the four-week baseline
	Weekly order information supports batch planning
	Lower waste protects margins
	Within four months



Basil will keep track of the number of subscribers, recurring revenue, renewals, and fulfilment errors and waste on a weekly basis. Monthly reviews of contribution margin, complaints and cancellation reasons. Goals need to be feasible and regularly reviewed to aid in performance improvement (Schkolski, 2025).
