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1. Abstract
This report analyses the twenty-five percent sales drop at Basil’s Bakery in Coventry. By examining external macro-environmental shocks and internal technical limits, the study evaluates two strategic options: a digital marketing strategy and a third-party delivery service integration. A preference is established to help the bakery bypass quiet retail park footfall, automate customer orders, and secure long-term financial survival.
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[bookmark: _Toc237801153]2. Introduction
Strategic decision-making helps independent small businesses find a way out of a market crisis. According to Heizer et al. (2024), business owners need clear, structured options to select the best strategic path forward before committing limited corporate resources. This report investigates Basil’s Bakery in Coventry, which faces stagnant sales after the pandemic restrictions. The primary purpose of this study is to provide realistic, evidence-based solutions for Basil's shop. By evaluating digital alternatives, this report delivers a practical plan to help Basil adapt his business format, reach remote workers, and recover his lost revenue (Mind Tools, 2019).

[bookmark: _Toc237801154]3. Nature & Scope of Basil's Bakery's Problems
The core issue is that annual sales are stagnating at twenty-five percent below 2019 levels. This drop happens because the local macro-environment has permanently changed. According to the ONS (2025), post-pandemic hybrid work-from-home habits have heavily reduced traditional footfall in retail parks. Office staff stay home a few days a week and do not buy lunch daily. Additionally, regular shop closures leave retail units empty, making the commercial area much quieter. Internally, Basil operates the kitchen completely alone and cannot leave to deliver food. The usage of an old landline phone makes it impossible to manage pre-orders during busy hours. Therefore, the old business format is no longer financially viable.
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4a. Solution 1: Digital Market Integration (Pre-Order Website)
The first strategic option involves creating a simple website and launching social media marketing to promote online pre-orders. This technology directly removes the problem of missed landline phone calls. According to the CIPD (2026) framework, digital marketing modernizes traditional retail communication channels. By automating pre-orders through a basic internet interface, local shoppers and nearby workers can secure their lunch in advance. This approach systematically stops long waiting times and long customer lines during busy peak hours, protecting the company’s reputation.

[bookmark: _Toc237801156]4b. Solution 2: Third-Party Delivery Service Integration
The second strategic option proposes partnering with a food delivery platform. Basil works completely alone and cannot leave his kitchen. Outsourcing delivery to external couriers expands the bakery’s sales area. The platform sends Basil a wireless tablet that makes a sound for new orders and shows clear timers. Unlike a basic website, a delivery platform fixes the problem of the quiet retail park. This alternative adapts to post-pandemic hybrid lifestyles by selling artisan products directly to office staff who now work from home (ONS, 2025).
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To evaluate the first digital alternative objectively, a qualitative and quantitative Plus-Minus-Interesting (PMI) matrix has been applied based on institutional lecture frameworks to score the impact of a pre-order website model (Mind Tools, 2019).
	
Plus

	
Minus
	
Interesting

	
• More customers (+8)
• Conveniency (+5)
• More profit (+7)
• Good image (+6)
• Stops shop queues (+5)

	
• Online crime (-5)
• No physical contact (-5)
• Internet issues (-4)
• Not for everyone (-3)
• No home delivery (-7)

	
• Global reach (+4)
• Customer reviews (+4)
• Software tech failures (-4)
• Collecting customer data (+3)
• Online discount tools (+2)


	
Total Plus: +31

	
Total Minus: -24
	
Total Interesting: +9

	
Final Score Calculation: (+31) + (-24) + (+9) = +16



The matrix for Solution 1 scores sixteen, proving that a digital pre-order website improves on-site efficiency. This alternative offers customer convenience and stops peak-hour shop queues. Automating transactions through an internet interface generates higher profits and attracts customers without landline phone distractions. However, the model lacks a logistics element and offers no home delivery. While helping physical retail park shoppers, it fails to reach hybrid office staff working from home (ONS, 2025). Furthermore, online migration exposes the bakery to digital crimes and software failures. Consequently, this option improves internal mechanics but cannot fix the macro-environmental drop in local footfall (ONS, 2025).
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The second digital option requires a completely different look at the bakery operations. The following Plus-Minus-Interesting matrix mathematically scores how outsourcing transport and logistics can change Basil’s business boundaries (Mind Tools, 2019).
	
Plus

	
Minus
	
Interesting

	• Access to remote workers (+9)
• Automated orders via tablet (+6)
• No need for in-house drivers (+8)
• Higher digital brand awareness (+5)
• Bypasses retail park decline (+8)
	• High platform commissions (-7)
• Risk of delivery delays (-5)
• Food cools down in transit (-4)
• Dependence on internet speed (-3)
• Damaged product during ride (-4)
	• Packaging design changes (+4)
• Shifting to a dark kitchen format (+3)
• Testing dynamic pricing 
(+2)
• Digital skills development (+3)
• Tracking rider transit maps (+1)

	
Total Plus: +36

	
Total Minus: -23
	
Total Interesting: +13

	
Final Score Calculation: (+36) + (-23) + (+13) = +26



The matrix for Solution 2 scores twenty-six, proving third-party delivery is Basil's most viable choice (Mind Tools, 2019). This platform model completely bypasses declining retail park footfall. Automated wireless tablet orders directly capture remote workers staying home. Since external couriers handle logistics, Basil avoids hiring internal drivers. However, third-party platforms demand high commissions, reducing net margins. Physical risks include transit delays, network dependencies, and potential product damage. Interestingly, this alternative encourages packaging redesigns and dynamic pricing strategies, fostering digital skills development. Ultimately, this option secures survival by transitioning the bakery from a quiet physical location to a growing online marketplace (ONS, 2025).
[bookmark: _Toc237801159]5c. Results & Best Solution
Based on the quantitative PMI analysis, Solution 2 (Third-Party Delivery Service Integration) is selected as the best strategic path forward, scoring twenty-six points compared to sixteen points for Solution 1 (Mind Tools, 2019). While a simple pre-order website improves internal shop operations, it completely fails to fix the deep decline in physical retail park footfall. Solution 2 directly adapts the bakery to modern hybrid work-from-home lifestyles by moving artisan products straight to the doorsteps of remote workers. By outsourcing logistics to external couriers and automated order processing via a tablet, this strategic choice secures the highest financial viability and long-term survival for Basil (Mind Tools, 2019; ONS, 2025).
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To protect the bakery during the online shift, a simple risk assessment has been conducted. This table analyses four main operational and transport risks connected to using an external delivery service (Ashby, 2025).
	Risk Event

	Likelihood
	Business Impact
	Mitigation Strategy
	Contingency

	Loss of internet connection
	4
	The tablet stops working and cannot receive food orders.
	Buy a strong commercial Wi-Fi router for the shop.
	Switch instantly to a mobile phone internet hotspot.

	Delivery rider is late
	4
	Food arrives cold; customers give bad online reviews.
	Choose delivery apps with many active riders in Coventry.
	Give the customer a free discount voucher for next time.

	Food is damaged during ride
	3
	Artisan cakes get ruined in the courier's bag.
	Use sturdy, secure, and tight boxes for packaging.
	Bake a replacement instantly or send a full refund.

	High platform commissions
	5
	Platform takes too much money from every sale.
	Calculate costs and review menu prices every month.
	Offer small bonuses for clients who collect food on-site.


The matrix outlines four threats Basil faces when joining a delivery platform. The biggest problem is high commissions, scoring five, which heavily reduces profits. To save money, Basil must review his menu prices every month. Another major threat is a lost internet connection. If the Wi-Fi fails, the wireless tablet stops receiving orders. According to Ashby (2025), small businesses must use clear backup plans to protect their daily work from software problems. Consequently, Basil must use a strong commercial router and keep a smartphone hotspot ready. Logistical threats like rider delays and food damage also score high because ruined cakes destroy customer trust. Basil must choose apps with many active riders and use secure boxes for transport, ensuring survival without operational delays (Ashby, 2025).
[bookmark: _Toc237801161]7. Implementation Plan for the Best Solution
To launch the delivery service successfully, a structured action plan has been created. This table outlines the practical steps, timelines, and responsibilities required to implement the digital transition (Koontz & O’Donnell, 1955).
	Step Number
	Action Item
	Timeline
	Staff Responsible

	Step 1
	Register the bakery on major delivery apps like Deliveroo and Uber Eats.
	Week 1: Days 1–3
	Business Owner (Basil)

	Step 2
	Take high-quality photos of organic cakes and upload the price menu.
	Week 1: Days 4–5
	Business Owner (Basil)

	Step 3
	Receive the platform wireless tablet and mount it on the kitchen wall.
	Week 2: Days 1–2
	Business Owner (Basil)

	Step 4
	Buy sturdy, tight boxes to protect artisan bread during courier transport.
	Week 2: Days 3–4
	Business Owner (Basil)

	Step 5
	Run a test order on the tablet and officially switch on the online kitchen.
	Week 2: Day 5
	Business Owner (Basil)


The action plan provides a realistic, low-cost roadmap for Basil to upgrade his business. According to Koontz and O’Donnell (1955), a clear schedule helps small shops avoid operational mistakes and manage time efficiently. Because Basil works completely alone, the plan splits the launch into small daily tasks that do not disrupt his baking routine. Basil is responsible for starting the registration next Monday and completing the process within two weeks. Week one focuses on setting up the digital shop profile. Week two handles physical readiness, including installing the wireless tablet from major applications like Deliveroo or Uber Eats on his kitchen wall (Deliveroo, 2026; Uber Eats, 2026). Following this practical timeline allows the bakery to smoothly connect with hybrid remote workers, ensuring long-term financial survival without kitchen confusion (Koontz & O’Donnell, 1955). 
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To monitor and evaluate the success of the new delivery platform, a structured key performance indicator matrix has been developed. This table outlines three simple metrics to track business growth (Parmenter, 2020).
	Success Indicator
	Data Source / Method
	Review Timeline
	Staff Responsible

	Online Order Volume
	Platform digital dashboard reports.
	Weekly review
	Business Owner (Basil)

	Gross Delivery Revenue
	App financial statements.
	Monthly review
	Business Owner (Basil)

	Customer Feedback Rating
	Online review scores and stars.
	Daily monitoring
	Business Owner (Basil)


The key performance indicator table provides a clear way for Basil to measure business recovery and track performance. A business owner must monitor specific results to ensure a new strategy operates successfully. Because Basil works completely alone, these three metrics are automated and very simple to check on the wireless tablet screen. Basil monitors online order volume weekly to see if remote workers buy his bakery products. The second indicator, gross delivery revenue, tracks extra money entering the business bank account every month. Finally, daily monitoring of customer feedback ratings protects the bakery's local market reputation, helping Basil quickly correct any delivery errors and maximize customer retention according to winning metric frameworks (Parmenter, 2020).
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The strategic target for the bakery is formulated using the formal SMART criteria. The objective is: to recover the lost twenty-five percent in annual sales revenue via a third-party delivery platform, achieving twenty digital orders per day within the next six months.
This goal aligns with all five SMART components:
Specific: The focus is clear. It defines a tangible outcome, which is recovering sales through a digital delivery platform instead of using a vague growth plan.
Measurable: Success has a clear measurement. Basil can easily track the number of daily digital orders and see if he reaches the target of twenty transactions.
Attainable: The goal is realistic. Reaching twenty orders a day is a reasonable target because Coventry has a massive population of hybrid workers who stay home.
Relevant: The goal adds direct value to the business. It completely fixes the main problem of low retail park traffic and protects the bakery’s survival.
Time-Bound: There is a clear deadline. The target date is strictly set for the next six months, providing focus and motivation to achieve completion.
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	In conclusion, the old format of Basil’s Bakery does not work anymore. The local retail park is too quiet because many office staff now work from home (ONS, 2025). Waiting for physical customers in an empty shop is a dangerous strategy. To save his money and survive, Basil must change his business format immediately.
Joining a third-party delivery platform is the best way forward. This technology allows Basil to work alone in his kitchen and receive automated orders on a wireless tablet. It completely removes the stress of the old landline phone and stops shop queues. Moving the bakery to the online market connects Basil with remote workers at home, ensuring long-term financial survival and full business recovery (ONS, 2025).
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