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Task 1: Overview of Case-study
Basil’s Bakery is a small independent bakery in a Coventry retail park, selling contemporary cakes, pastries and breads made with high-quality organic ingredients. Although annual sales increased after the business opened in 2015, sales and footfall fell during the 2020 lockdown and have subsequently remained around 25% below 2019 levels (Basil’s Bakery case study, 2026). The root problem is that the bakery’s traditional dependence on retail-park footfall no longer fits changes in the local environment and customer behaviour. Retail-unit closures, redundancies and increased home working have reduced passing customers, while requests for delivery and pre-ordering are not being met effectively. At the same time, rent, utilities, insurance, business rates and unpredictable organic-stock costs are increasing. The problem is therefore both a demand problem and a cost/operational problem.
Task 2: Two Proposed Solutions
Solution A – Digital Pre-order and Local Delivery Service
Basil should introduce a simple online ordering system that allows customers to pre-order cakes, pastries, breads and lunch products for collection or local delivery. The service could begin with a limited delivery radius and selected delivery times so that Basil can continue baking onsite without creating an unmanageable workload. Customers who currently work from home, no longer work in the retail park or dislike waiting in busy periods would have a convenient alternative. The solution also addresses Basil’s difficulty answering the telephone by moving orders to a digital channel. Omnichannel retailing can combine physical-store purchasing with delivery and collection options, allowing customers to select the channel that best suits them (Kusuda, 2021).
Solution B – Relocate to a Lower-Cost, Higher-Footfall Premises
Basil could relocate the bakery to a site with stronger pedestrian traffic and/or lower fixed operating costs. The new location could be selected after comparing rent, business rates, utilities, customer accessibility and expected footfall. This could reduce the bakery’s dependence on the declining retail park and potentially improve visibility and spontaneous purchases. A relocation may also create an opportunity to redesign the shop around takeaway, collection and seating. However, moving premises would require significant upfront expenditure, planning, disruption and financial risk. It would not directly solve the problems created by customers wanting delivery or pre-ordering. For a small independent business already experiencing weaker sales and rising overheads, 
Task 3b: Evaluation Results and Justifications
The PMI evaluation in Appendix 1 indicates that Solution A – Digital Pre-order and Local Delivery Service – is the most appropriate option to progress. PMI encourages a decision-maker to examine the Plus, Minus and Interesting consequences of an idea before reaching a judgement (de Bono, 1995). Solution A scores strongly because it responds directly to the changes identified in the case: reduced footfall, home working, customer demand for delivery and long waiting times. It can also be introduced incrementally, limiting financial exposure. Solution B could improve location-related problems
Five criteria were used: potential sales impact (30%), affordability (25%), feasibility (20%), customer fit (15%) and implementation risk (10%). Sales impact receives the greatest weighting because restoring revenue is the central business requirement. Affordability is next because the case highlights rising costs and uncertain stock prices. Feasibility and customer fit reflect Basil’s limited operating capacity and the need to respond to actual customer requests. Risk has the lowest weighting because some risk is unavoidable when changing the business model, but it remains important. On a five-point weighted assessment, Solution A achieves the stronger overall result and should therefore be piloted before any major premises decision.
Task 4b: Justifications for the Implementation Plan
The implementation plan in Appendix 2 follows a staged approach so Basil can test the solution without committing immediately to high expenditure. Stage 1 establishes the requirements: confirm the delivery area, product range, prices, order cut-off times and customer information needed. Stage 2 sets up and tests the online pre-order process and a simple delivery arrangement. This is scheduled before promotion because Basil needs a reliable service before increasing demand. Stage 3 launches the service to existing customers first, using in-store notices and direct communication to create an initial customer base while keeping demand manageable. Stage 4 measures results and improves the service.
Responsibilities are deliberately kept simple. Basil retains responsibility for product quality, pricing and final operational decisions because he understands the bakery and its production capacity. A website/order-system provider or suitable support person can assist with digital setup, while a delivery assistant can undertake local deliveries during agreed periods. This division reduces the risk that Basil becomes overloaded. The staged sequence also reflects the need for planning, scheduling, monitoring and control
Task 5b: Justifications for the KPI and SMART Objectives
The proposed KPI is the percentage of monthly sales generated through pre-order and delivery channels. This is appropriate because the preferred solution is intended to reduce dependence on walk-in retail-park customers and create an additional revenue channel. A useful KPI should focus attention on performance that matters to the organisation rather than collecting unnecessary measures (Parmenter, 2015). The KPI should be reviewed monthly alongside total sales, order numbers and fulfilment problems.
The SMART objectives make the implementation measurable. First, Basil will launch the online pre-order system within six weeks; this is specific and time-bound and provides a clear implementation milestone. Second, the service will generate at least 10% of monthly sales by the end of month three and 20% by the end of month six.  contributing to the sales problem. Third, at least 90% of pre-orders  month three. This protects customer satisfaction and prevents growth from creating an unreliable service. Finally, Basil will review performance monthly and make at least one evidence-based improvement after each review. The objectives follow Doran’s SMART approach, which emphasises clear and effective management objectives (Doran, 1981).
Task 7: Key Findings
Basil’s main problem is not simply lower sales; it is the mismatch between a retail-park-dependent business model and changed customer behaviour.
The fall in retail-park footfall, store closures, redundancies and increased home working have reduced the bakery’s traditional customer base.
Customers are already signaling demand for delivery and pre-ordering, making a digital ordering channel a direct response to an identified need.
A staged digital and local-delivery solution is less financially risky than immediately relocating while Basil faces rising overheads and unpredictable ingredient costs.
Monthly sales generated through the new channel should be monitored using a clear KPI and supported by SMART objectives so that Basil can assess whether the solution is working.
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Appendix 1 – Task 3a: PMI Evaluation Table
Solutions evaluated: A = Digital Pre-order and Local Delivery Service; B = Relocate to a Lower-Cost, Higher-Footfall Premises. PMI is used as a structured way to consider positive, negative and noteworthy consequences before deciding (de Bono, 1995).
	Factor
	Solution A – Plus
	Solution A – Minus
	Solution A – Interesting

	Sales reach
	Reaches home workers and former retail-park customers.
	Demand may initially be low.
	Creates a new sales channel beyond walk-in trade.

	Cost
	Can start on a small scale.
	Website/delivery create new costs.
	Costs can be tested before expansion.

	Feasibility
	Can be introduced while bakery remains onsite.
	Basil may be busy managing orders.
	Digital orders could reduce phone interruptions.

	Customer service
	Reduces waiting and enables pre-ordering.
	Delivery errors could damage trust.
	Customer ordering data can reveal demand patterns.



Solution A is preferred because its advantages directly address the case-study problems while allowing a controlled pilot. The main disadvantages—delivery cost, workload and service reliability—can be managed through a limited delivery radius, restricted delivery windows and clear order cut-off times. Total PMI 4+4+4=12 
	Factor
	Solution B – Plus
	Solution B – Minus
	Solution B – Interesting

	Sales reach
	Potentially stronger natural footfall.
	New location may not guarantee demand.
	Could change the customer mix.

	Cost
	Potential for lower rent/rates.
	High moving and setup costs.
	Long-term savings depend on the new lease.

	Feasibility
	A new shop could be designed around takeaway.
	Relocation is disruptive and complex.
	Could require new suppliers/staff arrangements.

	Customer service
	Improved visibility may increase convenience.
	Does not provide requested delivery.
	Could still need digital ordering later.



Overall PMI judgement: Solution A is the stronger first intervention. Solution B should remain a future strategic option if the retail park continues to deteriorate or the digital pilot fails to improve sales.TOTAL PMI 4+4+4=12 





Appendix 2 – Task 4a: Implementation Plan
Problem being solved: sustained sales stagnation caused by reduced retail-park footfall, changed customer behaviour and rising operating costs.
Solution being implemented: Digital Pre-order and Local Delivery Service.
	WHAT
	HOW
	WHEN
	WHO

	1. Define service
	Choose products, delivery radius, delivery windows, prices, order cut-off times and payment method.
	Weeks 1–2
	Basil

	2. Build and test
	Set up a simple online ordering/pre-order system; test orders, payments, collection and delivery procedures.
	Weeks 3–6
	Basil + digital support

	3. Pilot and launch
	Pilot with existing customers, then promote through in-store notices, social channels and local contacts.
	Weeks 7–10
	Basil + delivery support

	4. Monitor and improve
	Review sales, digital-order share, fulfilment performance and customer feedback monthly; adjust products/times/radius.
	Months 3–6
	Basil



The sequence prioritises service reliability before promotion. This reduces the risk of creating demand that Basil cannot fulfil. The pilot also limits financial exposure and creates evidence for decisions about future expansion or relocation. Regular monitoring provides control over time, cost, service quality and customer response (Kerzner, 2017).


Appendix 3 – Task 5a: KPI and SMART Objectives
The Key Performance Indicator is: Percentage of total monthly sales generated through pre-order and local delivery channels.
	SMART element
	Objective

	Specific
	Launch an online pre-order and local delivery service covering an agreed local delivery radius and selected bakery products.

	Measurable
	Achieve at least 10% of monthly sales through the new channel by month 3 and 20% by month 6.

	Attainable
	Begin with a limited product range, delivery radius and delivery windows so the service matches Basil’s production capacity.

	Relevant
	The objective directly addresses reduced footfall, home working and customer requests for delivery/pre-ordering.

	Time-Bound
	Launch within 6 weeks, reach the 10% target by month 3 and the 20% target by month 6.
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