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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a local spot in Coventry that's really struggling right now. Their sales are basically stuck at 25% lower than they were back in 2019. The main issue is that they haven't updated how they do things since COVID hit. Since so many people are working from home now, way fewer people are walking around the retail park. On top of making less money, everything is getting way more expensive to run from rent and power bills to the unpredictable prices of organic ingredients. Plus, the way the shop currently operates is literally losing them customers. During rush hour, the lines get so long that people just give up and leave. At the same time, Basil is totally missing out on the work-from-home crowd because the bakery doesn't offer any way to order ahead or get food delivered.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: UHGRHRGHIHO

This solution involves partnering with an established third-party delivery platform (e.g., Deliveroo or UberEats) and implementing an integrated POS pre-order system for click-and-collect. It addresses the root problem by bypassing the decline in retail park footfall and directly reaching remote workers at home. Furthermore, the click-and-collect feature solves the peak-time queue issue, allowing customers to order ahead and drastically reducing walk-away losses. This solution leverages the bakery’s existing strong reputation to capture lost revenue without requiring Basil to leave the premises.

Solution B Proposal: Corporate catering and wholesale  
This solution pivots the business model to include Business-to-Business (B2B) sales, offering weekly corporate lunch platters to local businesses and wholesale organic pastries to independent cafes. By securing predictable, high-volume bulk orders, this strategy addresses the root problem of stagnant consumer sales and provides financial stability to combat rising overheads. It mitigates the risk of relying solely on unpredictable walk-in footfall, creating a guaranteed revenue stream that can be scheduled outside of peak retail hours, thus optimising Basil’s baking schedule.

Task 3b) Evaluation Results and Justifications
Based on the PMI Evaluation (Appendix 1), Solution A (Digital Pre-order and Local Delivery) is the most appropriate strategy to progress with, scoring a higher net positive (+4) compared to Solution B (+2). The evaluation criteria focused on ease of implementation, alignment with existing customer demand, and immediate revenue impact. Customer demand was weighted highly because loyal patrons explicitly requested delivery and pre-order options, indicating a guaranteed initial uptake. While Solution B offers bulk revenue, it requires extensive B2B marketing and relationship management, which Basil—already stretched thin as the sole baker—lacks the time to execute. Solution A is justified because it seamlessly integrates into the current operational flow via third-party logistics. It resolves the queueing bottleneck immediately and recaptures the specific demographic (WFH customers) that was lost, offering the fastest route to recovering the 25% sales deficit.
Task 4b) Justifications for the Implementation Plan
The Implementation Plan (Appendix 2) is structured sequentially to minimise operational disruption for Basil. Researching delivery partners (Task 1) is scheduled first because understanding commission structures and technical requirements is critical before making financial commitments. Upgrading the POS system (Task 2) must precede the launch to ensure the infrastructure can handle digital traffic. Piloting the click-and-collect service (Task 3) before full delivery is a deliberate, risk-averse decision; it allows Basil to adjust his baking schedules and manage inventory flows without the pressure of third-party delivery drivers waiting. Finally, launching the full delivery marketing campaign (Task 4) is scheduled last, ensuring operations are running smoothly before driving high volumes of traffic. Assigning a freelance IT consultant for the POS setup frees Basil to focus entirely on maintaining product quality.


Task 5b) Justifications for the KPI and SMART Objectives
The proposed Key Performance Indicator (KPI) is 'Monthly Digital Sales Revenue' (Appendix 3). This specific metric is vital because it isolates the revenue generated by the newly implemented Solution A from traditional walk-in sales, providing a clear picture of the solution's Return on Investment (ROI).

The SMART objectives are designed to be pragmatic and highly focused. The 'Specific' objective of achieving £2,000 in monthly digital sales directly addresses the 25% revenue shortfall identified in the case study. This figure is 'Measurable' through the new POS system's analytics dashboard. The target is 'Attainable' because it represents approximately 15-20 orders a day, which Basil can realistically absorb into his current baking capacity without requiring additional kitchen staff. It is highly 'Relevant' as it combats the core issue of lost footfall and changing consumer habits (remote working). Finally, setting a 'Time-Bound' limit of six months allows sufficient time for marketing efforts to take effect and for loyal customers to adopt the new system, while providing a strict deadline to review whether the platforms' commission fees are sustainable.











Task 7) Key Findings
[bookmark: _Hlk208302504]The bakery’s core issue is an outdated operational model that has failed to adapt to post-pandemic consumer shifts (e.g., remote working).
• Operational bottlenecks, specifically the lack of a pre-order system, are causing direct revenue losses during peak hours.
• Implementing a digital pre-order and delivery service (Solution A) is the most viable strategy, directly addressing explicit customer requests.
• A phased implementation plan is critical to ensure the sole baker (Basil) is not overwhelmed by sudden increases in order volume.
• Continuous monitoring of digital sales revenue against platform commission fees is essential to ensure long-term profitability.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Solution A: Digital Pre-order and Local Delivery

	Plus
	Minus
	Interesting

	Captures WFH market 
	Delivery platform commission fees 
	Could provide data on most popular items 

	Eliminates queue walk-aways 
	Risk of stockouts during peak hours 
	

	Meets direct customer requests 
	
	

	

	
	














	Solution B: B2B Corporate Catering and Wholesale

	Plus
	Minus
	Interesting

	Guaranteed bulk revenue 
	Requires dedicated B2B sales effort 
	Could build brand across wider area 

	Easier to forecast ingredient needs 
	Lower profit margins on wholesale 
	

	

	
	

	

	
	

	
	

	





Appendix 2: Task 4a) Implementation Plan
Declining footfall and lack of service adaptability. 
Digital Pre-order and Local Delivery Integration.
	Task
	WHAT
	How

	When

	Who

	1
	Research and select delivery platform partner
	Basil evaluates local delivery platforms based on contract terms, delivery coverage, and commission costs to choose the most cost-effective provider.
	1st May - 6th May 2026
	Basil

	2
	Upgrade POS system for online pre-orders
	A temporary IT specialist is hired to integrate digital ordering software into Basil's current Point of Sale system, allowing live menu updates and automated order printing in the kitchen.
	9th May - 12th May 
	IT Consultant

	3
	Pilot Click-and-Collect with walk-in customers
	A soft launch is conducted in-store. Basil sets up a designated "Express Pick-Up" area so pre-order customers can bypass the main queue without disturbing normal operations.
	13th May  
	Basil & Staff

	4
	Launch full delivery service and marketing
	Digital orders are opened to the public. Marketing is targeted directly at local remote workers through social media geotargeting and physical flyers 
	20th May  
	Basil





Appendix 3 – Task 5a

The Key Performance Indicator is: Monthly Digital Sales Revenue

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Questionnaire 



	
20 qs

	





	Because will help to understand weather the employees are better- prepared 

	
1 hour 




	Achieve a consistent digital revenue stream from pre-orders/deliveries.
	Generate £2,000 per month specifically via digital POS.
	Requires approx. 15-20 orders/day; within current baking capacity.
	Directly offsets the 25% revenue loss caused by reduced footfall.
	Achieve target within 6 months of launch.
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