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[bookmark: _Toc235131416]Individual Report: Basil’s Bakery
[bookmark: _Toc235131417]1. Situation and Problem Analysis
Basil's Bakery is a small independent bakery in a retail park in Coventry. It offers cakes, pastries and breads using top quality organic ingredients. The main issue is that the bakery has not been able to reach the sales of 2019. From 2023 to 2025, sales have stayed around 25% below the 2019 figure. That demonstrates that it's not just a lockdown issue. Now it's a business model dilemma. The retail park is quieter, some shops nearby have been closed, and some office workers work from home during the week. Basil is also experiencing increased rents, utilities, insurance and stock prices. The products seem to be still appreciated by customers; however, they would like to be able to purchase them more conveniently from the bakery.
[bookmark: _Toc235131418]2. Alternative Solutions
The first step is to implement Basil's Local Box Route. This would be an ordered bakery service, in which the customer orders from a limited number of bakery boxes. For instance, Basil could provide a breakfast pastry box, family bread box, lunch box and weekend treat box. Customers would order a fixed time in advance, e.g. 4 pm the day before, and select either shop collection or a collection site in the vicinity or, to a certain extent, delivery locally. This solution is attainable, as Basil would not have to post all the products online. It can also be useful for helping him to plan production before baking, potentially minimizing waste and preserving profit margins. The use of e-business methods is beneficial for micro businesses; however, it is important to manage the cost of adoption and barriers to practice (Mkansi, 2022).
There is a second plan, called a Retail Park Refresh Plan. This would involve increasing the awareness of the physical bakery, through loyalty cards, small tasting days, lunchtime deals and promotion with the other retail park businesses. Pantano and Viassone (2015) propose that retailers can significantly engage customers by connecting various customer touchpoints. For Basil, it can be a way to get their customers to come back to pay more for the bakery. This option still requires many people to visit the retail park, though. This one can be used to help the business and may form part of the solution as the case study has demonstrated but would not be the whole answer to the problem.
These both seem to be viable, but they do so in different ways. The Local Box Route alters the way Basil serves customers, the Retail Park Refresh Plan seeks to enhance the focus on the existing shop. This is significant as the case study demonstrates that the primary pressure is not product quality. Local consumers and employees already appreciate the products. The actual problem is access, as there are fewer people in the retail park. Therefore, a campaign that delivers to customers beyond the confines of the shop is better to be regarded as the better option.
[bookmark: _Toc235131419]3. PMI Review and Final Decision
The two alternatives were analyzed in according to PMI method. PMI stands for Plus, Minus and Interesting. It enables the decision maker to consider the positive aspects, negative aspects and other options before deciding on an option (De Bono, 1982). The PMI comparison is shown in Appendix A.
So, there are several merits for Basil's Local Box Route. It is directly in response to the customer's request to pre-order and delivery. It also helps customers who now work from home or do not visit the retail park as frequently. Another advantage is that Basil can bake nearer to known demand. This is vital as organic ingredients are costly and hard to plan. In their study Milioti, Pramatari, and Kelepouri (2020) discovered that click and collect services are associated with customer acceptance, when convenience and collection certainty are important. This is consequential as Basil's customers have already complained about waiting time.
The service is the main problem area, because it needs to be carefully controlled. Basil would require an easy order process, definite deadlines, adequate packaging and some delivery assistance. Too many products may disrupt the baking routine of the service. This risk can be lowered if just four types of boxes and one small delivery route are used.
The Retail Park Refresh Plan is less expensive and easier to implement. It can help to attract attention and drive more customers back to the store. But it's not a complete solution for home-based customers and it still relies on the peace of mind in a retail park. Thus, Basil's Local Box Route is the preferred solution as it establishes another planned sales channel without venturing into other product categories.
[bookmark: _Toc235131420]4. Implementation Approach and Reasoning
Implementation plan is in Appendix B. A Basil 30-day pilot is suggested so he can test out the idea before committing to it on a long-term basis. Safest option for a small business is to approach the way their costs are rising. It also provides Basil with early data on whether customers are prepared to place an order for bakery boxes.
The four box types are to be determined during days 1-3. This must come first as the products should be easily transportable and maintain quality. Delicate cakes are not as appropriate for the first stage as bread, pastries and lunch items. The price, the deadline for ordering, collection time and the area for delivery should be determined during days 4-7. This is significant because it will have to address the cost of ingredients, packaging and staff time in each box.
Days 8-12 should be used to develop an easy ordering process. The pilot only needs a simple online form, an email template or a social media order form. At this point, a custom app would not make sense as it would be cost and complexity, so it would be more suitable to use a standard app. According to Hagberg, Sundstrom and Egels-Zandén (2016) digitalisation will lead to a change in the relationship between the retailer and the customer, but the process still must be adapted to the context of the retail trade.
The days 13-18 should be reserved for a private trial of loyal customers. They can give Basil feedback to help revise the contents, prices and collection days before launch. Days 19-24 to fine-tune the process. Day 25-30 is dedicated to the promotion and initial public pilot. Basil's responsibility is to oversee the quality of the product, a part-time assistant will take notes on orders and stick labels on boxes, and a delivery assistant will only work the programmed times on the route. This leaves Basil in the kitchen baking and helps the pilot to be more manageable.
[bookmark: _Toc235131421]5. KPI, SMART Targets and Monitoring
The primary KPI selected for the solution is the percentage of Local Box Route orders in the weekly revenue. This KPI is appropriate since the objective is to be less dependent on walk-in customers and develop a more predictable income stream. Neely, Gregory and Platts (1995) describe performance measurement as a way for organisations to know if actions are getting the desired outcomes. The goal for Basil is not only to sell more, but to better manage demand.
It is also important to have SMART targets as it makes it easier to monitor plan. When applied appropriately, SMART objectives can be a useful tool for monitoring (Bjerke and Renger, 2017). The SMART targets are shown in Appendix C. First and foremost, achieve 10% of the weekly revenue from Local Box Route orders at the end of month three. The second goal is for at least 35 boxes to be sold by the end of month two. During the pilot, the third objective is to keep late, wrong, or cancelled orders below 5%. The fourth one is to attract at least 20 repeat box customers within three months.
These measures should be inspected each week. Total revenue, box revenue, number of box orders, repeat customer names, customer comments and order errors should be recorded for Basil. The bakery should consider the box options, price and promotion when box revenue is low. If the numbers of errors are high, the order form should be simplified, and the choices of boxes should be reduced. Repeat purchases are low, but there could be a simple loyalty incentive here, for example, 1 free pastry for 5 box purchases of Basil.
The review must be pragmatic. A spreadsheet will suffice for the first 3 months. However, at the conclusion of the pilot, Basil should check for the outcomes of the pilot and then compare with the SMART targets. If there is a high rate of achievement of most targets, the service should continue. If they are not strong, the offer needs to be modified before further investments are made. This review process also facilitates communication. The Assistant and delivery helper can share basic information with the Basil at the end of every week. This allows for easier consensus on what to do differently in the next week instead of waiting till the end of the entire pilot.
[bookmark: _Toc235131422]6. Key Findings
The report's key findings are:
· Reduced retail park footfall, hybrid working and an increase in costs impact Basil's Bakery.
· The bakery is still appreciated by the customers, and they would like it to be more convenient for them to order it.
· The best solution is Basil's Local Box Route, designed to generate planned demand.
· The Retail Park Refresh Plan could enable sales, but too much still depends on walk in trade.
· The 30-day pilot lowers risk and provides Basil early feedback from the customers.
· Success is defined by revenue, box orders, repeat customers and order accuracy.
[bookmark: _Toc235131423]Reference List
Bjerke, M.B. and Renger, R. (2017) ‘Being smart about writing SMART objectives’, Evaluation and Program Planning, 61, pp. 125-127.
De Bono, E. (1982) De Bono’s Thinking Course. London: BBC Books.
Hagberg, J., Sundstrom, M. and Egels-Zandén, N. (2016) ‘The digitalization of retailing: an exploratory framework’, International Journal of Retail and Distribution Management, 44(7), pp. 694-712.
Milioti, C., Pramatari, K. and Kelepouri, I. (2020) ‘Modelling consumers’ acceptance for the click and collect service’, Journal of Retailing and Consumer Services, 56, p. 102149.
Mkansi, M. (2022) ‘E-business adoption costs and strategies for retail micro businesses’, Electronic Commerce Research, 22, pp. 1153-1193.
Neely, A., Gregory, M. and Platts, K. (1995) ‘Performance measurement system design: a literature review and research agenda’, International Journal of Operations and Production Management, 15(4), pp. 80-116.
Pantano, E. and Viassone, M. (2015) ‘Engaging consumers on new integrated multichannel retail settings: challenges for retailers’, Journal of Retailing and Consumer Services, 25, pp. 106-114.








[bookmark: _Toc235131424]Appendix A: PMI Comparison Table

[image: ]



[bookmark: _Toc235131425]Appendix B: 30 Day Implementation Plan
[image: ]




[bookmark: _Toc235131426]Appendix C: KPI and SMART Monitoring Table
[image: ]


2

image1.png
Prifysgol Cymru
¥ Drindod Dew Sant

J University of Wales
Trinity Saint David




image2.png
Appendix A: PMI Comparison Table

Option Plus Minus Interesting Decision
Basil's Local Box | Creates planned demand | Needs order records, It can begin with only | Preferred option,
Route, planned before baking. Helps packaging and delivery | four box types and one | because it solves the
bakery boxes with | customers who work support. Limitedbox | small delivery area. | convenience problem
collection points from home. Reduces choices may not suit Customer feedback and creates a new
and limited local | waiting time through every customer. Delivery | can shape future sales channel beyond
delivery fixed collection slots. Can | could become difficult boxes. walk in trade.

reduce waste by baking | if the route grows too

closer to confirmed fast.

orders.
Retail Park Refresh | Lower cost to start. May | Still depends on retail It could be used later | Support option, but
Plan, loyalty cards, | bring more attention to park footfall. Does not to promote the Local | weaker as the main
tasting events and | the bakery. Encourages fully support customers | Box Route inside the | solution because the
local shop customers already visiting | working from home. May | retail park. retail park is already
promotions the retail park to spend ‘not increase sales quickly quieter.

more.

enough.
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Appendix B: 30 Day Implementation Plan

Day range Action Responsibility Reason
Choose four bo types, such as
Days 1103 breakfast, lunch, family bread and Basil Ketps the oferinplo and
‘weekend treat box. Sl Bl
Set prices, order deadlines, collection Makes sure the service is clear
Daysdioi7 times and delivery area. Basil and financially sensible.
Days 81012 Create a simple order form and = Rediices rilisaiondarsiand

customer order spreadsheet.

makes monitoring easier.

Days 13t0 18

Test the boxes with a small group of
loyal customers.

Basil and assistant

Collects feedback before
wider promotion.

Adjust the box contents, packaging or

Fixes problems found during

Paysionozs delivery route. BeSil the trial.

Days 25027 Promote the service through posters, Fa Builds awareness before the
social media and local leaflets. public launch.

Days28t030 | Start the pubic it and record Basi, assistant and Begins the service ina
all orders. controlled way.

After day 30 Review results every week for ol Shows whether the idea should

three months.

continue, change or stop.
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Measure SMART target Evidence needed Review action

Main KPI, box Reach 10% of weekly Weekly total revenue | If below target, review box

revenue share revenue from Local Box | and weekly box choice, price and
Route orders by theend | revenue. promotion.
of month 3.

Order volume Sell at least 35 boxes per | Weekly number of If orders are low, test a
week by the end of box orders. new box type or offer a
month 2. launch discount.

Order accuracy Keep wrong, late or Order spreadsheet, If mistakes rise, reduce box
cancelled orders below delivery notes and choices and simplify the
5% during the pilot. complaint log. order form.

Repeat customers | Gain at least 20 repeat Customer namesand | If repeat orders are weak,
box customers within repeat order records. add a loyalty reward or

3 months.

improve box value.





