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[bookmark: _Toc236859839][bookmark: _Toc237891118]Overview of Case-study:
Basil’s Bakery is a local, independent business situated in a retail park in Coventry. It opened in 2015 and prides itself on using organic ingredients to create contemporary cakes, pastries and breads. The bakery has experienced a steady climb in sales since opening and had a peak in 2019 before a sharp decline during 2020 and onwards. 
The sales in years 2020-2023 were, on average, 25% lower than 2019 levels.
The main reason for this is the almost 100% dependence on passing footfall, in a retail park where footfall is falling. There could be various reasons for this, all of which stem from the lockdowns introduced during the COVID-19 pandemic (Enoch et al., 2022).
The shops in the park keep closing, loyal customers of the business have been made redundant and office workers are able to work from home, which is a problem that has impacted many local businesses post lockdown (Brizek et al., 2021).
In addition, the overheads of the business keep rising, and the use of organic ingredients makes costs unpredictable. Basil also does not use any delivery or pre-order service, meaning that he cannot reach customers who are no longer on site.
[bookmark: _Toc236859840][bookmark: _Toc237891119]Solution A - Pre-order and Delivery Services:
Basil could use third-party services to offer the pre-order and delivery service requested by customers.
Existing delivery and pre-order services offload the process of accepting and delivering orders from Basil which ensures that he can solely focus on baking. Basil would also have extra control to set the times where pre-ordering and delivery are available which allows for targeting of busy hours.
This deals with the main issue of declining footfall, as it separates the sales from it. It allows customers who have been made redundant or who can work from home the opportunity to buy. Furthermore, the perceived convenience of such services makes customers more likely to order from the bakery (Brewer and Sebby, 2021). In addition, having a third party dealing with the pre-ordering and delivery process removes queueing and reduces the pressure on Basil.
[bookmark: _Toc236859841][bookmark: _Toc237891120]Solution B - Wholesale Alternative:
Basil could start supplying pastries, bread, etc. in bulk to businesses on regular contracts, rather than just selling them to individual customers.
As Basil is in the retail park near an industrial site, there are numerous possible clients with canteens that could stock Basil’s products, such as offices or warehouses. In addition, Basil could also target local cafes or firms that are ordering for any events.
Orders would be placed five days in advance to allow time needed for ordering ingredients.
This deals with the main issue of declining footfall, as it creates a predictable income from corporate clients. It also allows for better budgeting and financing due to a more predictable order volume, which gives the opportunity to better predict expenditure on needed stock.
[bookmark: _Toc237891121]Evaluation Results:
The PMI evaluation gives an overall score of +4 to Solution A, and a score of -1 to Solution B. Therefore, the more appropriate option for Basil is Solution A.
The criteria for the evaluation were not selected at random but were informed by the case study. They cover the main issue that Basil is dealing with, and the effects on cost and margin and any demand that may be placed on Basil himself, considering his limited time as a sole trader.
Each criterion was scored from -3 to 3, as it allows for distinguishing a serious point from a minor one. The highest scores were given to points that directly act on the main problem that Basil is facing, which is the falling footfall. The lowest scores were given to criteria that added extra problems that Basil would have to deal with.
Unsurprisingly, Solution A is the preferred one, as customers have already requested such a solution, making it clear that demand exists. It is not without problems, as it heavily relies on the selected platform, and if Basil wants to change to a different platform in the future, it becomes significantly more difficult (Lord et al., 2023).
Solution B has its own benefits, such as more predictability for ordering ingredients and repeated ordering from businesses but is heavily affected by the time that it takes to create a relationship with clients and heavy dependency on the limited number of clients who may change their supplier at any time. 
[bookmark: _Toc237891122]Implementation Plan and Justifications:
The implementation plan follows a simple principle: each stage should directly inform the next. Due to this, the plan starts with research of platforms and confirming with customers that demand exists. This step is crucial, as selecting a wrong platform can be a costly and time-consuming mistake.
Once that is done, the creation of the shop on the platform and testing follows. The testing here allows Basil to see how reliable the service is. It would not be ideal if pre-orders did not show up on the dashboard, or if deliveries were consistently delayed or arrived damaged, as that would have a negative impact on the reputation and therefore sales in the bakery. Testing also allows Basil to become proficient at using the platform before it is deployed and gives the opportunity to establish a relationship with the platform which could be beneficial in the future.
The soft launch is a deliberate choice because existing customers already know what to expect of the service and are usually more forgiving of early faults, meaning they can provide meaningful feedback, such as the quality of the food, the overall experience and ease-of-use, without spending any extra money on promoting the service to everyone (Hess Jr., Ganesan and Klein, 2003; Kim et al., 2023).
Despite the services being provided by a third party, Basil still holds responsibility for decisions and customer contact as he is the owner of the business. While it would be ideal for Basil to hire a part-time assistant to help with certain tasks (such as packing orders, setting up the online survey), due to the financial strain caused by the rising overheads, existing support from the platform or AI systems is used. This ensures that everything is completed and Basil can remain at the bakery to complete the orders.
[bookmark: _Toc237891123]KPI and SMART Objectives Justification:
The KPI that was selected is the percentage of weekly sales that are generated through the pre-order and delivery service. This was chosen because it directly tracks if the bakery is becoming less dependent on footfall, which is the main issue that Basil is dealing with.
The objective names the channel of revenue and the outcome, making it specific. It is measurable because the third-party platform and till reports record orders and revenue automatically, which means there is no extra work for Basil. It is attainable as 60 orders per week are equal to about 10 per working day, and everything needed is outsourced. A higher target such as 100 or 200 would be unrealistic and extremely difficult, if not impossible, to achieve. Since the objective directly acts on the main problem that Basil is facing, it is relevant and links back to the sales levels seen in 2019. The goal is time-bound at six months (after it is fully launched) as it gives enough time for word of mouth to spread and enough data to track if the solution is working well. It also ensures that if the solution is not performing to expectations, Basil can backtrack and try something else without too much impact.
[bookmark: _Toc237891124]Key Findings:
· The main problem Basil is facing is dependence on passing footfall that is on a decline.
· The rising overheads and unpredictable ingredients costs reduce the margins to absorb falling sales.
· Two solutions were assessed: pre-order and delivery service, and wholesale alternative.
· PMI evaluation favoured the pre-order and delivery service, mainly because it has low set-up cost and has existing demand.
· The implementation plan spans 12 weeks, with testing and soft launch to regular customers before spending money on promotion. Week 13 onwards is a review of the implementation and making changes as needed.
· Success is measured by checking if the pre-order and delivery service reaches 20% of weekly sales within six months of full launch.
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[bookmark: _Toc237891126]Appendix 1 - PMI Evaluation Table:
Solution A: Pre-order and Delivery Services
Source: de Bono (1994)
	Plus
	Minus
	Interesting

	Reaches customers who no longer visit the retail park. (+3)
	Third-party platform comes with commissions and fees that must be paid. (-1)
	Sales data can be reviewed to find out which products are the most popular. (+3)

	Pre-ordered orders are well known in advance. Allows for better planning and less waste. (+2)
	There can be issues with delivery. Order may get damaged or go missing. 
(-3)
	Possibility to expand the idea if it is popular. Gift-box service. (+3)

	Low set up cost as a third-party platform can be used. (+1)
	Basil needs to learn how to manage the system while also baking. (-2)
	Older customers may have issues using the third-party services. (-1)

	Deals with the problem of unanswered phone calls during busy periods (+2)
	Extra work needs to be done during early morning hours to ensure the systems are set up and working. (-2)
	Possible that even fewer people will visit the actual shop and purchase at the counter (-1)

	Total: +8
	Total: -8
	Total: +4



Therefore: Overall Total for Solution A = 8 - 8 + 4 = +4
Solution B: Wholesale Alternative
	Plus
	Minus
	Interesting

	Relationships with businesses create reliable, repeating income. (+3)
	Establishing a relation could take months, so income would not improve quickly, and could even suffer early on (-3)
	Bakery is located next to an industrial site. Potential clients are nearby (+3)

	Regular orders make buying ingredients and budgeting easier (+1)
	Dependence on few large clients would mean losing one could cause significant trouble (-3)

	Supplying clients could raise profile of the bakery. (+1)

	Single delivery drops are easier to manage (+2)
	Wholesale pricing per unit is lower than retail (-1)
	Many potential clients could already be in an existing contract. (-3)

	Can utilise the spare ovens during the early hours, before opening and rush hour. (+2)
	Higher volume sales may lead to needing extra equipment or staff (-2)
	Bulk supply may not align with the organic, artisan positioning (-1)

	Total: +8
	Total: -9
	Total: 0



Therefore: Overall Total for Solution B = 8 - 9 + 0 = -1


[bookmark: _Toc237891127]Appendix 2 - Implementation Plan:
Problem being solved: Falling sales in the bakery due to decreased footfall in the retail park
Solution implemented: Pre-order and delivery services
Source: Maylor (2010)
	
	What
	How
	When
	Who

	1
	Research available third-party services and confirm that demand exists.
	Compare the leading providers such as Uber Eats, Just Eat and Deliveroo to see which has the best fees, features and support.
Have a QR code leading to an online survey to track and see customer demand.
	Weeks 1-3
	Basil

	2
	Create and test the shop on selected service
	Set up all necessary descriptions, photographs, prices, pre-order and delivery timing.
Test the system works with dummy pre-orders and deliveries.
	Weeks 4-7
	Basil, with extra support provided by the service.

	3
	Soft launch the service to existing customers
	Offer the service to regular customers and the offices nearby. 
To create incentives, make the first few deliveries free. Gather feedback and make necessary corrections.
	Weeks 8-9
	Basil

	4
	Full launch with promotion
	Add clear signage to shop that delivery and pre-order is available with QR codes that lead to the shop on the selected service.
Create a social media presence and/or deliver leaflets to nearby offices and the industrial site.
	Weeks 10-12
	Basil, with either freelance designer or AI to create leaflets and social media posts.

	5
	Review
	Compare orders and revenue each month. Adjust the menu, pricing and timing as needed.
	Week 13 onwards.
	Basil



[bookmark: _Toc237891128]Appendix 3 - KPI and SMART Objectives Table:
Key performance indicator: Percentage of weekly sales generated through the pre-order and delivery service, assuming 60 orders per week.
Source: Doran (1981), Parmenter (2020)
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Basil needs to ensure that 20% of the weekly sales are generated through the pre-order and delivery service.
	The pre-order and delivery service should account for 20% of weekly revenue, assuming 60 orders per week on average.
It should be tracked using the dashboard of the selected service and through the weekly till report.
	60 orders are attainable, as they amount to roughly 10 per working day. As a third-party service is used, everything is off-the-shelf and outsourced, plus customers have already asked for this service to be available. This means there is no need for a large investment.
	The target directly deals with the main problem of depending on footfall that is consistently decreasing and moves to increase the sales back to 2019 levels.
	Should be achieved within six months of full launch.
Progress should be reviewed at the end of every month.
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