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[bookmark: _Toc234658341]Task 1: Brief introduction to Case Study
Basil's Bakery is an independent, small bakery that bakes and sells freshly made bread, pastry and cakes. Some of the problems they encounter are no digital presence, outdated product line that does not meet with modern eating habits, lacking of structured marketing strategy, higher prices of ingredients due to inflation and the ever growing competition of supermarkets and other artisan bakeries. All these pressures have combined to cause the bakery to lose customers and go out of business (Johnson et al, 2017).

[bookmark: _Toc234658342]Task 2: Two Proposed solutions
The solution is to implement Digital Transformation and the Online Marketing Strategy.The solution is to embrace Digital Transformation and Online Marketing Strategy.
Solution A suggest implementing a detailed digital transformation plan for Basil's Bakery. That means creating a business website with an online ordering platform, maintaining your social media accounts on Instagram and Facebook and signing up on food delivery apps. With digital marketing, the bakery can tap into a much larger customer base and gain a competitive edge over other businesses that already have an online presence. The course will explore how food managers can overcome this challenge by diversifying their products and innovating their menus.

[bookmark: _Toc234658343]In solution B, 
Basil's Bakery is looking at diversifying their product offerings to respond to the updated consumer preferences. It includes the inclusion of gluten-free, vegan, low-sugar and allergy-friendly items in the menu alongside the regular menu options. Consumer behaviour research has shown that there is a continual increase in demand for healthier and diet inclusive food products especially among the younger generation (Jobber and Ellis-Chadwick, 2019). The bakery would be able to target customers groups that it currently is not targeting, thus gaining new customers and revenues. 
[bookmark: _Toc234658344]The results and justifications of the evaluation in Task 3b.
Considering the PMI evaluation in Appendix 1, it was decided that Solution A – Digital Transformation and Online Marketing Strategy – was the best solution to move forward with. Both solutions were evaluated using four criteria: cost-effectiveness, customer reach, speed of impact and sustainability. Customer reach and sustainability received the highest weightings as the key issue of the problem is directly related to the bakery's limited ability to reach customers and sustain its revenue growth in the competitive market. The criteria were assigned weights between one and five, with more highly weighted being those items most strategically important to the particular situation of the bakery. Solution A was better than Solution B on the most important criteria. This is echoed by Armstrong et al. (2017) who conclude that good products will not produce the volumes of sales a business needs unless they have a good market penetration and reach and are promoting themselves well. Solutions A is thus a more strategic and effective one to the root problem.
[bookmark: _Toc234658345](Task 4b) Brainstorm the reasons for implementing the Plan.
The implementation plan in Appendix 2 was designed as a series of steps, designed so that the activities can be executed without disruption of the bakery's day to day activities and in a logical sequence. The plan starts with research and planning, as they are the first steps in the process, and without them there would be no point going through the rest of the process. This is in line with the principle that decisions should be made on the basis of evidence, rather than action (Mintzberg et al., 2009). The next step was website creation and social media set-up since these would be the backbone of all other digital marketing efforts. It would be inappropriate to start promoting the initiative before the channels customers will interact with are established. 
The final pillar (Monitor and review), was deliberately on the end of the implementation cycle to allow enough time for data to build up to be meaningful. This is a phased approach that is based on evidence and is best practice in operational planning and change management (Slack et al., 2019).
[bookmark: _Toc234658346]Task 5b: Justifications for the KPI and SMART Objectives
Monthly online sales revenue as a percentage increase from pre-implementation baseline is chosen as the Key Performance Indicator for the monitoring of the success of Solution A. This KPI was selected because it helps to directly and quantifiably assess whether the strategy for digital transformation is meeting its key commercial objective. For a small business like Basil's Bakery, the most important measure of success is revenue, and knowing the trends in monthly revenue will allow you to take action when needed (Slack et al., 2019).
This first SMART goal is to increase total sales revenue 10% within the first six months of the launch of the online ordering system. It is specific (Armstrong et al., 2017), measurable (Armstrong et al., 2017), achievable (Armstrong et al., 2017) and time-bound in that it has a definite 6-month target (Armstrong et al., 2017). The second SMART objective for the bakery is that within 3 months of launch their total number of followers on their social media will increase to 500. This was added as social media reach is a strong predictor of future sales. This growing online community provides visibility for brands, they facilitate digital word of mouth and a direct link to current and potential customers (Kotler and Keller, 2016). The third SMART goal is for the online ordering system to meet a rating of 4 or higher on the Customer Satisfaction scale within 3 months of the system's launch. This allows for the business to also track the quality of service provided as it enters the digital world, because customer experience is key to customer retention and revenue growth (Jobber and Ellis-Chadwick, 2019).

[bookmark: _Toc234658347]Task 7: Key Findings
Based on the findings from the second component, the core challenge of Basil's Bakery is that the business has low sales and is struggling to gain traction with customers because it has very little digital presence and reach, making it more suitable for Solution A, Digital Transformation and Online Marketing Strategy, than for Solution B, Product Diversification and Menu Innovation. Two candidate solutions were then proposed and tested based upon the PMI (Plus, Minus, Interesting) evaluation exercise devised by Debono (1999). This tool was selected because it balances the advantages and disadvantages of each option when making the decision, and minimises the possibility of cognitive bias affecting the decision (De Bono, 1999).

Each solution was given a score over the four indicators under PMI: cost-effectiveness, customer reach, speed of impact and sustainability of the solution; the highest scores were given to the two most pertinent indicators, which are customer reach and sustainability, both of which directly relate to the inability of the bakery to attract customers and sustain revenues. The overall PMI score for Solution A was +7 (Plus +8, Minus –3, Interesting +2) compared to Solution B's +5, which indicates that Solution A is better, on the criteria that matters most (Armstrong et al., 2017).
Another important takeaway from this study is that a strong solution is only of value if it is used in a disciplined manner. Solution A was therefore broken down into a phased implementation plan and tracked using a single clearly defined KPI (slack et al., 2019) — the monthly amount of online sales revenue against the pre-implementation level was backed by a series of SMART objectives that included revenue growth, social-media reach, and customer satisfaction. All of these results demonstrate that a structured and evidence-based decision making process that starts with the PMI evaluation is the best path forward for Basil's Bakery to recover, particularly in terms of digital transformation.
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[bookmark: _Toc234658349]Appendix 1 – Task 3a: PMI Evaluation
The PMI (Plus, Minus, Interesting) technique (De Bono, 1999) scores each solution's positives, negatives and points of interest on a scale of 1–5 to support balanced, objective decision-making.
PMI Evaluation – Solution A: Digital Transformation & Online Marketing Strategy
	Plus
	Minus
	Interesting

	Reaches a far larger customer base through online channels. +3
	Upfront cost to build the website and join delivery apps. −1
	Online reviews are public — could help or harm the brand. −2

	Online ordering and delivery directly increase sales. +3
	Ongoing time needed to manage social media content. −1
	Order data could reveal new product and marketing opportunities. +3

	Creates a competitive edge over rivals with no digital presence. +2
	Staff may need some digital-skills training. −1
	Opens the door to loyalty schemes and email marketing. +1

	Total: +8
	Total: −3
	Total: +2


Overall Total for Solution A = +7 (8 − 3 + 2)
PMI Evaluation – Solution B: Product Diversification & Menu Innovation
	Plus
	Minus
	Interesting

	Attracts new health-conscious and dietary-specific customers. +3
	New ingredients (gluten-free, vegan) raise costs. −1
	Could later be paired with the digital strategy for wider reach. +3

	Differentiates the bakery from standard supermarket bread. +2
	Requires recipe development and testing time. −1
	Success depends on correctly predicting food trends. −2

	Meets growing demand among younger consumers. +1
	Risk of waste if new items don't sell. −1
	May attract local press interest as a health-focused bakery. +1

	Total: +6
	Total: −3
	Total: +2


Overall Total for Solution B = +5 (6 − 3 + 2)
Conclusion: The overall total is higher for Solution A (+7) than for Solution B (+5). Therefore, based on these two options, Digital Transformation & Online Marketing Strategy is the best solution to progress with for Basil's Bakery (De Bono, 1999).
[bookmark: _Toc234658350]Appendix 2 – Task 4a: Implementation Plan
Name the problem are solving: Stagnation in sales due to lack of digital presence and customer reach.
Name the solution are implementing: Solution A — Digital Transformation and Online Marketing Strategy.
(Based on Slack et al., 2019)
	Task
	WHAT
	WHEN
	WHO
	

	1
	Research and Planning: Conduct market research to identify the target audience, analyse competitor digital strategies, and establish a realistic budget and timeline for the full implementation of the digital transformation.
	Weeks 1–2
	Business Owner and Management
	☐

	2
	Website Development and Social Media Setup: Commission a professional website with an integrated online ordering function and create active business profiles on Instagram and Facebook. Register the bakery on at least one food delivery application such as Deliveroo or Uber Eats.
	Weeks 3–6
	Business Owner with external web developer support
	☐

	3
	Staff Training: Train all relevant staff on managing social media accounts, processing and fulfilling online orders accurately, and responding to customer enquiries and reviews through digital platforms in a professional and timely manner.
	Week 7
	Management, supported by the web developer where necessary
	☐

	4
	Launch, Monitoring and Review: Officially launch all digital platforms and begin promotional activity. Monitor monthly online sales revenue and social media growth against agreed KPI and SMART objectives. Conduct a formal review at the end of month three and month six to assess progress and make adjustments.
	Week 8 onwards
	Business Owner and all staff
	☐



[bookmark: _Toc234658351]Appendix 3 – Task 5a: KPI and SMART Objectives Table
The Key Performance Indicator is: Monthly Online Sales Revenue — measured as a percentage increase from the pre-implementation baseline figure.
(Based on Armstrong et al., 2017)
	
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	SMART Objective 1
	Achieve 10% increase in total online sales revenue generated through the new ordering platform.
	Tracked monthly through the bakery's transaction records and accounting system.
	Comparable small food businesses have achieved similar results within six months of launching digital ordering systems  et al., 2017).
	Directly addresses the root problem of stagnating sales revenue, which is the central concern of this report.
	To be achieved within six months of the online ordering platform going live.

	SMART Objective 2
	Grow the bakery's combined social media following to five hundred followers across Instagram and Facebook.
	Tracked through the built-in analytics dashboards available on each social media platform.
	Achievable through consistent posting, community engagement, and targeted local promotional content (Kotler and Keller, 2016).
	Social media reach is a direct driver of brand visibility and future customer acquisition for a small local business.
	To be achieved within three months of the social media profiles being officially launched.

	SMART Objective 3
	Achieve a customer satisfaction rating of at least four out of five stars on the online ordering platform.
	Tracked through the platform's built-in customer review and star rating system.
	Achievable through adequate staff training and consistent service delivery standards throughout the online ordering process (Jobber and Ellis-Chadwick, 2019).
	Customer satisfaction is central to long-term retention and sustainable revenue growth, ensuring quality is maintained alongside volume.
	To be achieved and consistently maintained within the first three months of the platform being operational.





