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Overview of Case-study
Basil’s Bakery is an independent artisan bakery based in a Coventry retail park. Founded in 2015, the business experienced steady growth before the 2020 lockdown caused a substantial fall in sales. Between 2023 and 2025, sales remained approximately 25% below the 2019 level, showing that the decline is ongoing. The main causes are reduced customer footfall and changing purchasing behaviour. Shop closures and redundancies among local retail workers have reduced the traditional customer base, while hybrid working means fewer people regularly travel to the retail park. The absence of delivery and pre-order services, longer waiting times and rising costs for rent, utilities, insurance, business rates and organic ingredients add further pressure. Basil therefore needs a solution that restores convenient customer access while remaining financially and operationally manageable (Kotler and Keller, 2022).
Two Proposed Solutions
Solution A: Online Ordering and Local Delivery
The first option is an online ordering system supported by local delivery. Customers could order breads, cakes and pastries through a digital platform and receive them within an agreed local radius, while customers who prefer to visit could still collect products from the bakery. This responds directly to fewer retail-park visits by making Basil’s products accessible to people working from home or living further away. Digital ordering can improve convenience, widen market reach and provide customer information for more focused marketing (Chaffey, 2024). Basil could initially use a local delivery provider rather than purchase a vehicle, reducing the capital needed to test the service. However, the option creates extra administration, delivery charges and technology costs, alongside risks involving payment, order accuracy and product quality. Despite these disadvantages, it offers the strongest opportunity to recover demand beyond the existing customer base.
Solution B: Digital Pre-order and Click-and-Collect
The second option is a digital pre-order and click-and-collect service. Customers would select products and pay online before travelling to the bakery, allowing orders to be prepared in advance and collected at a specified time. This should reduce queues and waiting times, while earlier knowledge of demand could improve production, stock planning and ingredient use. Better planning may also reduce avoidable waste and improve operational efficiency (Slack, Brandon-Jones and Burgess, 2026). This approach should be cheaper and simpler than delivery because Basil would not need to manage an external transport process. Its main limitation is that customers would still have to travel to the retail park. It could improve the experience for existing visitors, but would not fully address reduced footfall caused by hybrid working, shop closures and changes in local employment.
3b: Evaluation Results and Justification
The PMI evaluation in Appendix 1 supports Solution A as the preferred alternative. The comparison considers customer reach, possible sales impact, implementation cost and operational complexity because these factors relate closely to the bakery’s continuing sales problem. Solution A performs more strongly on customer reach because it can serve people who no longer visit the retail park, whereas Solution B still relies on customers making a physical journey. Delivery creates higher costs and additional operational requirements, but its potential to generate revenue and reconnect with former customers gives it greater long-term value. The evaluation therefore gives greater weight to reach and sales potential because the central issue is the persistent 25% sales shortfall. PMI provides a structured way to separate positive, negative and noteworthy consequences before a decision is made (de Bono, 1992). This also recognises that a lower-cost option is not necessarily the best decision if it cannot address the underlying cause of the problem. The selected option should therefore be judged by its contribution to sustainable sales recovery.
4a: Risk Analysis
The preferred solution involves financial, operational, technological and reputational risks. Up-front spending may be needed for website development, secure payment facilities, promotion and delivery arrangements. There is also a possibility that orders could be delayed, damaged or prepared incorrectly, leading to complaints, refunds and loss of trust. Technical faults or weaker-than-expected demand could also reduce the return on investment. These risks should be managed through a phased launch, clear delivery standards, staff training, system testing and regular reviews of performance. Using an established local delivery provider would reduce the need for Basil to purchase, insure and maintain a vehicle, although service-level expectations should still be agreed. A systematic risk approach helps an organisation identify uncertainty, consider its potential effects and select responses that are proportionate to the exposure (Hillson, 2016).
4b: Feasibility of Selected Solution
Solution A is feasible if Basil introduces it progressively rather than making a large immediate investment. The bakery already has established products, customers and a reputation for quality, so the proposal extends an existing operation rather than creating a new business model. A third-party delivery partner can provide transport capacity while Basil tests demand and identifies popular products and delivery times. The service could begin with a limited geographical area and selected delivery hours, expanding only when sales data demonstrate sufficient demand. This reduces financial exposure and makes the operational workload easier to control. Feasibility should be assessed through sales, order volumes, delivery performance, customer feedback and fulfilment costs. If additional revenue is insufficient, Basil can modify the delivery area, timetable, product range or promotional activity before committing further resources (Kerzner, 2022). A limited initial menu could also reduce stock shortages and make preparation easier. Regular review will allow Basil to respond to customer behaviour without committing excessive resources.
5b: Justification for the Implementation Plan
The sequence in Appendix 2 is intended to limit disruption and identify weaknesses before the service is widely promoted. Choosing the ordering platform and delivery partner first is important because these decisions establish the technical, payment and logistical requirements. The next stage is system development and staff training, ensuring that employees can receive, prepare and confirm digital orders before customers begin using the service. Testing is placed before promotion so that payment, preparation and delivery problems can be corrected without exposing the bakery to avoidable reputational damage. The final stage is a controlled launch supported by marketing activity. Basil should retain overall responsibility because he understands the products, customers and practical constraints of the bakery, while specialist providers handle technical and delivery tasks. Clear responsibilities, sequencing and monitoring should improve control and reduce uncertainty throughout implementation (Lock, 2020; Kerzner, 2022).
6a: Key Performance Indicator and SMART Objectives
The principal Key Performance Indicator (KPI) is to increase monthly sales revenue by 20% within six months of launching the online ordering and local delivery service. This measure directly addresses the bakery’s main difficulty because sales have remained about 25% below 2019 levels. The supporting SMART objectives are to: (1) launch the online ordering and local delivery service within five weeks; (2) achieve at least 150 online orders per month by month six; (3) operate initially within a ten-mile delivery radius; and (4) review sales, order volumes and customer feedback every month. These objectives give Basil clear measures and deadlines against which progress can be assessed. They also connect the proposed activity with the wider business problem, rather than treating the launch itself as evidence of success. SMART objectives help turn broad management intentions into specific and measurable outcomes with defined timescales (Doran, 1981).
6b: Monitoring and Evaluation
Basil should monitor the KPI and SMART objectives each month using sales records, online order data and customer feedback. Monthly revenue should be compared with the baseline recorded before launch, while online orders should be measured against the target of 150 per month by the sixth month. Delivery complaints, refunds, customer ratings and order errors should also be tracked because higher revenue would not represent success if service quality declines. Results should be compared with the six-month targets so that trends can be identified early. Where performance is below expectations, Basil should investigate whether the cause is limited awareness, delivery coverage, product availability, pricing, fulfilment capacity or weaknesses in the ordering process. Changes can then be made to promotions, delivery arrangements or the product range. Effective KPIs should provide focused information that supports management decisions rather than simply creating additional data (Parmenter, 2019). Delivery costs should also be reviewed alongside revenue so that growth remains sustainable.
7: Key Findings
• Basil’s main challenge is a sustained sales level approximately 25% below 2019, driven by lower footfall and changing purchasing behaviour.
• Hybrid working, shop closures and redundancies have reduced the bakery’s traditional customer base.
• Online ordering combined with local delivery offers the strongest route to customers who are no longer regularly visiting the retail park.
• A phased launch and third-party delivery arrangement can limit financial, operational and reputational exposure.
• A 20% sales-revenue KPI, supported by SMART objectives, provides a clear basis for judging whether the chosen solution is delivering its intended results.

[bookmark: _Toc237797753]Appendix 1 – 3a: PMI Evaluation
PMI (Plus, Minus, Interesting) compares alternatives by considering their positive, negative and noteworthy consequences (de Bono, 1992).
Solution A: Online Ordering and Local Delivery
	PMI
	Evaluation

	Plus
	Extends customer reach; supports home workers; creates additional sales opportunities; improves convenience.

	Minus
	Higher set-up and delivery costs; extra administration; technology and delivery risks.

	Interesting
	Could provide customer purchasing data; may support loyalty activity and future market expansion.



Solution B: Digital Pre-order and Click-and-Collect
	PMI
	Evaluation

	Plus
	Lower cost; reduces queues; supports production planning; can shorten waiting times.

	Minus
	Customers still need to travel to the retail park; limited ability to replace lost footfall; requires online ordering.

	Interesting
	Could be combined with delivery later if demand increases.



Overall decision: Solution A is preferred because its ability to extend customer reach and recover sales outweighs the lower cost but narrower reach of click-and-collect.
Appendix 2 – 5a: Implementation Plan
Problem being solved: Sustained sales approximately 25% below 2019 levels.
Solution being implemented: Online Ordering and Local Delivery Service.
	WHAT
	HOW
	WHEN
	WHO

	1. Select platform and delivery partner
	Compare providers on cost, reliability, security and ease of use; agree an initial delivery area.
	Week 1
	Basil

	2. Develop system and train staff
	Set up products, prices and secure payments; train staff to receive, prepare and confirm online orders.
	Weeks 2–3
	Basil and website provider

	3. Test service
	Run trial orders and deliveries; record technical, payment, preparation and delivery issues; make corrections.
	Week 4
	Basil, staff and delivery partner

	4. Launch and promote
	Launch within the initial radius; promote through social media, in-store materials and introductory offers; monitor results.
	Week 5 onward
	Basil and marketing support


An implementation plan should set out activities, timing and responsibilities clearly so that progress can be managed and controlled (Lock, 2020).
Appendix 3 – 6a: KPI and SMART Objectives
Key Performance Indicator: Increase monthly sales revenue by 20% within six months of launching the online ordering and local delivery service.
	SMART Element
	Objective

	Specific
	Launch an online ordering and local delivery service within an initial ten-mile radius.

	Measurable
	Increase monthly sales revenue by 20% and reach at least 150 online orders per month.

	Achievable
	Use an established local delivery provider rather than purchasing a delivery vehicle initially.

	Relevant
	Address reduced footfall, hybrid working and the bakery’s persistent sales shortfall.

	Time-Bound
	Launch within five weeks and assess performance against targets within six months.


SMART objectives translate broad business intentions into measurable targets with clear deadlines (Doran, 1981).
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