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Task 1: Overview of Case-study
Basil’s Bakery is an independent artisan food business showed in 2015 within a Coventry retail park, specializing in high-quality organic pastries, cakes, and contemporary breads. While initial trading showed strong annual growth, post-2020 sales stagnated at 25% below 2019 levels.
The root problem is an unviable, rigid physical operating model that relies entirely on declining local footfall while facing escalating fixed overheads.
Contributing issues include:
Retail Park Decline & Vacancies: Frequent shop closures have reduced customer footfall and created redundancies among local store workers who formed Basil's core customer base.
Hybrid Work Patterns: Adjacent office personnel working from home 2–3 days per week have severely reduced daily impulse lunch purchases.
Operational Bottlenecks: Basil works as the sole baker tied to kitchen production, preventing him from answering pre-order calls or providing a delivery service.
Margin Compression: Soaring utilities, rent, rates, and volatile organic ingredient prices severely squeeze profit margins.
Task 2: Two Proposed Solutions
Solution A Proposal: 'Click & Collect' Digital Pre-Order Platform
Identification & Description: Deploy an intuitive, mobile-responsive e-commerce portal integrated with an in-store Kitchen Display System (KDS) and Point-of-Sale (POS) unit, allowing customers to schedule pre-orders, choose pick-up time slots, and pay online.
Justification: Directly resolves the operational bottleneck of missed phone calls during baking hours. It enables hybrid office workers to guarantee lunch orders on in-office days, reduces peak waiting times, and provides exact production forecasting data to minimize expensive organic ingredient waste.
Solution B Proposal: Third-Party Eco-Delivery & Corporate Catering
Identification & Description: Partner with an eco-friendly local courier (using e-cargo bikes) for local door-to-door deliveries alongside setting up a corporate catering channel for local office parks.
Justification: Directly circumvents declining retail park footfall by expanding the bakery’s catchment area to work-from-home residents. Outsourcing coordination allows Basil to fulfill remote demand without leaving the kitchen or buying vehicles.
Task 3: PMI Evaluation & Solution Analysis
To figure out the best strategic turnaround path, both proposed solutions assessed using De Bono’s (2016) PMI (Plus, Minus, Interesting) analysis framework below.
Task 3a: PMI Evaluation Tables
Option Evaluation A: Solution A: 'Click & Collect' Digital Pre-Order Platform
	Plus (+)
	Minus (-)
	Interesting (?)

	Captures lost phone pre-orders (+3)
	Initial software setup & device cost (-2)
	Provides daily baking volume data (+2)

	Reduces peak-time queue dropouts (+3)
	Requires staff/customer tech adoption (-1)
	Potential to add lunch subscriptions (+1)

	Keeps Basil 100% focused on baking (+2)
	Transaction fees per online order (-1)
	Captures customer emails for loyalty (+1)

	TOTAL: +8
	TOTAL: -4
	TOTAL: +4


Score Conclusion: Overall Total for Solution A = +8

Possibility Evaluation B: Solution B: Local Delivery & Corporate Catering
	Plus (+)
	Minus (-)
	Interesting (?)

	Recaptures work-from-home customers (+3)
	High third-party commission fees 20-30% (-3)
	Expands brand awareness in Coventry (+2)

	Expands catchment beyond retail park (+2)
	Risk of courier delay/product damage (-2)
	Unlocks recurring corporate event orders (+1)

	Increases office catering basket sizes (+2)
	Requires extra packaging overhead (-2)
	Needs real-time delivery tracking (+1)

	TOTAL: +7
	TOTAL: -7
	TOTAL: +4


Score Conclusion: Overall Total for Solution B = +3
Task 3b: Evaluation Results and Justifications
Based on the PMI analysis framework above, Solution A ('Click & Collect') is select as the preferred strategic option, scoring an overall net total of +8 compared to +3 for Solution B.
Financial Risk & Overhead Control (Weight: High): Crucial due to existing utility and rent pressures. Solution A needs low software subscription fees, while Solution B incurs high third-party commissions (20–30%), eroding already compressed profit margins.
Operational Capability & Quality Control (Weight: High): Basil must remain on-site baking. Solution A keeps fulfillment 100% in-house, while Solution B introduces courier dependency and risks product damage during transit.
Solution A solves the primary operational bottlenecks—unanswered phone calls and long peak queues—without adding organization complexity or taking Basil away from production. It preserves profit margins while capturing demand from time-poor and hybrid workers.
Task 4: Implementation Plan & Operational Rationale
Task 4a: Implementation Plan Matrix
(Framework based on Van Assen et al., 2014)
Name the problem you are solving: Stagnated sales, declining retail park footfall, and missed pre-orders due to baking bottlenecks.
Name the solution you are implementing Solution A – 'Click & Collect' Digital Pre-Order Platform.
	
	WHAT
	HOW
	WHEN
	WHO

	1
	System Selection & Integration
	Research and select cloud e-commerce platform; integrate POS and order tablet.
	Weeks 1–2
	Business Consultant & Basil

	2
	Menu & Capacity Setup
	Input core organic menu, pricing, pick-up windows, and 15-minute order caps.
	Weeks 3–4
	Basil (Master Baker)

	3
	Marketing Outreach
	Distribute QR-code flyers to local office parks; place window signage and social ads.
	Weeks 5–6
	Freelance Marketer

	4
	Soft Launch & Go-Live
	Test pick-up counter flow with loyal customers; review analytics; full commercial launch.
	Weeks 7–8
	Basil & Bakery Staff



Task 4b: Justifications for the Implementation Plan
[bookmark: _Int_TQETXg8p]Based on the 8-week Implementation Plan matrix above, tasks are structured sequentially across four logical stages to minimize operational disruption and launch risks.
[bookmark: _Int_wSuMj69f][bookmark: _Int_AC63RgAB]Sequence & Scheduling Rationale: System procurement and POS integration (Weeks 1–2) occur first to set up the technical foundation. Menu digitization and daily order caps (Weeks 3–4) are configured prior to marketing so that operational limits are enforced before driving customer traffic. Marketing execution (Weeks 5–6) builds awareness among local office complexes 2 weeks before go-live. A soft launch (Weeks 7–8) allows testing of counter workflows prior to full public deployment.
Responsibilities Rationale: Assigning technical platform setup to a consultant frees Basil to support daily baking operations. Basil keeps direct ownership of menu digitization and lead times, ensuring production constraints accurately reflect kitchen capacity.
Task 5: KPI & SMART Objectives Framework
Task 5a: KPI and SMART Objective Table
(Framework based on Slack and Brandon-Jones, 2019)
The Key Performance Indicator is: Increase monthly sales revenue by 20% within 6 months of launch, with digital pre-orders generating at least 30% of total daily volume.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Generate £3,500/month in digital pre-orders and reduce peak queue wait times from 12 mins to under 3 mins.
	Measured weekly via POS digital transaction logs, average ticket size, and hourly pickup volume analytics.
	Achievable by recapturing hybrid WFH staff and queue-averse local office workers.
	Directly solves sales stagnation (25% below 2019) and drops unanswered phone calls during baking.
	Achieve full target metrics within a strict 6-month time limit following go-live.



Task 5b: Justifications for the KPI and SMART Objectives
Based on the metrics framework proven above, the proposed Key Performance Indicator is: 'Increase monthly sales revenue by 20% within 6 months of launch, with digital pre-orders generating at least 30% of total daily volume.'
Specific:  Targets digital pre-order revenue growth (£3,500/month) and queue time reduction (from 12 minutes to under 3 minutes during peak hours).
Measurable:  Measured automatically via cloud POS analytics comparing online transactions against walk-in counter sales.
Attainable:  Leverages existing lost demand from work-from-home staff and queue-averse office workers who currently skip buying due to wait times.
Relevant:  Solves the core problems of stagnated sales (25% below 2019) and unanswered phone orders during baking schedules.
Time-Bound:  Enforces strict 6-month post-launch milestones, evaluated weekly to enable fast operational adjustments.
Task 6: Key Findings
Structural Footfall Shift: Sole reliance on physical retail park footfall is commercially unviable due to ongoing store closures and hybrid working patterns (2–3 WFH days/week).
Severe Manual Bottlenecks: Working as a single master baker creates severe order intake barriers, preventing Basil from answering phones or offering deliveries.
Margin Vulnerability: Rising overheads (rent, rates, energy) and organic ingredient price volatility require improved production forecasting and waste control.
Optimal Turnaround Option: The Click & Collect platform (Solution A) is the most practical possibility (PMI Net Score +8), resolving order bottlenecks while protecting profit margins.
Structured Execution: An 8-week implementation timeline tied to SMART KPIs provides a measurable path back toward pre-2019 revenue levels.
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