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Task 1: Overview of the Case Study and Nature of the Problem
Basil’s Bakery is an independent artisan bakery in a Coventry retail park, trading since 2015 and selling organic breads, cakes and pastries to shoppers, retail staff and workers from the adjacent industrial site. Since 2023 its sales have sat at an average of 25% below 2019 levels. This looks structural. Basil cannot expect it to pass on its own. Almost all the bakery’s revenue depends on passing footfall, and that footfall has fallen for good: retail units keep closing, loyal customers have been made redundant, and office workers now spend part of the week at home. Rising overheads and unpredictable ingredient costs squeeze what margin is left. Relying on one sales channel is Basil’s central weakness (Proctor, 2018).
These issues do not carry equal weight. Higher overheads and volatile ingredient prices squeeze the margin, but they cannot explain a 25% shortfall in sales; they only make it harder to absorb. The decisive cause sits on the demand side. Nationally, retail park vacancy fell to 6.1% in the third quarter of 2025, its lowest since 2018, against 16.5% for shopping centres (Knight Frank, 2025). Basil’s park is underperforming a sector that is recovering, so the lost footfall reflects local decline and not a national cycle that will carry him back to 2019 levels. Cutting costs would treat the symptoms and leave the cause in place (Proctor, 2018).
Task 2: Two Proposed Solutions
Solution A: “Order Ahead” – online pre-order, click-and-collect and local delivery
Solution A gives the bakery a second sales channel that does not rely on footfall. Basil would take on a low-cost online ordering platform for pre-orders and click-and-collect, run a fixed midday delivery round covering the retail park, the industrial site and nearby postcodes, and hire a part-time assistant and driver. Customers order and pay the day before, so Basil bakes to confirmed demand and stops guessing. This answers the requests for delivery and pre-ordering he already gets and reaches the loyal customers who now work from home; 28% of working adults in Great Britain were hybrid workers in early 2025 (Office for National Statistics, 2025). It also spares customers the queue that puts them off and leaves less stock unsold (Proctor, 2018).
Solution B: “Bakery to Business” – wholesale and corporate supply contracts
Solution B moves volume from individual shoppers to business customers. Basil would supply bread, pastries and cake platters on standing weekly orders to nearby offices, warehouse canteens, independent cafés and small caterers, delivering on agreed mornings and invoicing monthly. Because those orders are contracted and repeated, they bring predictable volume, easier planning and bulk purchasing, which cuts waste and makes stock costs easier to budget. They also loosen the bakery’s dependence on the declining retail park. The catch is price: wholesale sits well below retail, so any profit rests on volume and efficient batch production (Proctor, 2018).
Task 3b: Evaluation Results and Selection of Preferred Solution
Solution A (“Order Ahead”) is the one to take forward. It scores 59 out of a possible 66, against 36 for Solution B (Appendix 1). Grid analysis suited this decision because it weighs two options against several competing criteria at once (Goodwin and Wright, 2026), whereas PMI would not show which factor settled the comparison (Chartered Management Institute, 2015a).
The criteria all come from the case. Growth potential and brand fit were dropped as too vague to score reliably, and competitor response because it lies outside Basil’s control (Appendix 1). Reducing dependence on footfall carries a weight of 5, since it is what caused the 25% shortfall. Cost and cash, fit with Basil’s role as sole baker, and speed of impact each carry 4: cash is tight, Basil must stay at the oven, and recovery is needed within weeks. Price (3) and waste (2) affect the margin but not the lost volume. The weights are Basil’s own priorities as decision-maker, so they carry his judgement and cannot be treated as fact (Chartered Management Institute, 2015a).
Both options score 3 on footfall, so the remaining criteria settle the choice. Solution A can launch within weeks at low cost, most of it variable, while Solution B needs months of selling and more oven capacity than Basil has. The ranking holds up well: A matches B on every criterion and beats it outright on four, so no combination of weights on the 0–5 scale would reverse it. The weights explain the scale of A’s lead, with cost and cash plus speed of impact accounting for 70% of the 23-point gap.
Task 4b: Risk Analysis Results and Feasibility
The risk analysis in Appendix 2 scores each risk as likelihood multiplied by impact, the standard way of ranking risks by significance (Boothroyd and Thompson, 2024). Two come out on top, and both trace back to the same constraint: Basil trying to manage orders while baking (16), and late or poor-quality deliveries damaging his artisan reputation (15). Neither is a reason to reject the solution, but both shape how it is built. They are why the plan funds a part-time assistant and driver, sets an order cut-off before baking begins, keeps the delivery radius tight and starts with two delivery days.
The remaining risks are moderate and controllable: thin pilot volume (12), ingredient cost shocks (9), platform failure (6) and counter sales simply moving online (6). A minimum order value, a delivery fee, more than one supplier and a manual backup ordering route deal with each in turn. On that basis the solution is feasible. Most of the cost is variable, the four-week pilot caps how much money is at stake, and every high-scoring risk has a practical mitigation.
Task 5b: Justification of the Implementation Plan
The plan in Appendix 3 is sequenced so that each stage takes the risk out of the next, following the principle of deciding incrementally and reviewing results before going further (Chartered Management Institute, 2015a). Stage 1 covers customer research and route mapping in weeks 1–2, because Basil needs to confirm demand and a minimum order value before spending anything. Stage 2 sets up ordering and payment in weeks 3–4 using an off-the-shelf system and a part-time assistant, since Basil is needed at the oven. Stage 3 runs a four-week pilot on two delivery days only, keeping exposure small while production timings are tested. Stage 4 reviews the pilot data, then scales to five days with local promotion. Responsibilities follow capability: Basil holds pricing and production, the assistant holds orders, the driver handles fulfilment.
The timings are deliberately short. Viability is already in question, so a twelve-week plan produces evidence quickly and keeps the pilot small enough to stop cheaply. Delegating orders and delivery is a structural requirement: any solution that added admin to Basil’s own day would run into the constraint that defeated his earlier attempt at pre-ordering.
Task 6b: Using the KPI and SMART Objectives to Monitor and Evaluate
The KPI in Appendix 4 is the weekly value of pre-order, click-and-collect and delivery sales as a percentage of total weekly sales. Since the problem is dependence on footfall, the fairest test of success is how much revenue now comes from beyond the shop door. Basil can read this single leading indicator each week from platform and till reports, so it shapes what he does next rather than only recording what has happened (Parmenter, 2019). Broader measures such as “increase sales” were rejected because they would not show whether an improvement came from the new channel or from seasonal trade. Expressing the KPI as SMART objectives keeps the target measurable and time-bound (Doran, 1981).
The metrics will be used in two ways. Weekly monitoring sets actual non-footfall sales and order numbers against the week 1 baseline, so Basil can adjust the delivery radius, cut-off times or pricing early. Monthly evaluation measures the outcome against the 20% target, alongside waste levels and delivery punctuality, showing whether the solution is working, where it could be sharper, or whether to stop it (Parmenter, 2019).
Task 7: Key Findings
· The root problem is one footfall-dependent sales channel in a declining retail park; the products are not at fault, and footfall is unlikely to return to 2019 levels.
· Unit closures, redundancies and hybrid working have relocated the customer base instead of removing it, so the bakery must reach customers where they now are.
· Grid analysis favoured “Order Ahead” (59) over “Bakery to Business” (36), chiefly on cost and cash requirement, speed of impact, and fit with Basil’s need to stay onsite baking.
· The highest-scoring risks are operational, not commercial, and delegating orders and delivery, then piloting on two days, brings them down.
· Baking to confirmed orders also tightens cost control, cutting waste and softening the effect of unpredictable ingredient prices.
· Success should be judged on one KPI: non-footfall sales as a share of weekly revenue, targeted at 20% within six months.
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Appendices
Appendix 1 – Task 3a: Grid Analysis of the Two Proposed Solutions
Step 1: Define the criteria and weight them for relative importance
	Criterion
	Weight (0–5)
	Why this weight, from the case

	1. Reduces dependence on retail-park footfall
	5
	The root cause of the 25% shortfall, not a symptom; without addressing it, volume cannot recover.

	2. Cost and cash requirement (low cost scores high)
	4
	Viability is in question and overheads rising, so the solution must be affordable with little upfront cash.

	3. Fit with Basil’s role as sole baker
	4
	Basil must stay at the oven; his earlier phone pre-ordering failed because he could not take orders while baking there.

	4. Speed of impact
	4
	Sales have been depressed since 2023 and cash is tight, so recovery must show within weeks, not months.

	5. Protects selling price and margin
	3
	Rent, rates, utilities and ingredient costs already compress margin, so discounting would worsen it.

	6. Reduces waste and improves production planning
	2
	Unsold stock and volatile ingredient prices add cost but rank below restoring volume.


Step 2: Score each option against every criterion (0 = poor, 3 = very good)
	Criterion
	Weight
	Solution A: “Order Ahead” – score
	Solution B: “Bakery to Business” – score
	Basis for the scores

	1. Reduces dependence on footfall
	5
	3
	3
	Both create demand independent of passing trade, so both score equally on the root cause.

	2. Cost and cash requirement
	4
	3
	1
	A needs a platform and part-time hours, so its costs are mostly variable. B may need more oven capacity, staff and equipment.

	3. Fit with Basil’s role as sole baker
	4
	2
	1
	A delegates orders to an assistant and delivery to a driver, with Basil approving pricing and range. B needs early-morning delivery, clashing with baking.

	4. Speed of impact
	4
	3
	1
	A launches within weeks on an existing customer base. B needs months of prospecting and contracting.

	5. Protects selling price and margin
	3
	2
	1
	A keeps retail prices but adds platform fees and driver wages. B sells wholesale, well below retail.

	6. Reduces waste and improves planning
	2
	3
	3
	A bakes to confirmed pre-orders; B has contracted repeat volumes. Both remove most guesswork.


Step 3: Multiply each score by the weight and total the weighted scores
	Criterion
	Weight
	A: score
	A: weighted
	B: score
	B: weighted

	1. Reduces dependence on footfall
	5
	3
	15
	3
	15

	2. Cost and cash requirement
	4
	3
	12
	1
	4

	3. Fit with Basil’s role as sole baker
	4
	2
	8
	1
	4

	4. Speed of impact
	4
	3
	12
	1
	4

	5. Protects selling price and margin
	3
	2
	6
	1
	3

	6. Reduces waste and improves planning
	2
	3
	6
	3
	6

	Total weighted score (maximum possible 66)
	22
	
	59
	
	36


Conclusion: Solution A (“Order Ahead”) scores 59 out of 66, against 36 for Solution B (“Bakery to Business”), and is preferred.

Appendix 2 – Task 4a: Risk Analysis of the Selected Solution (“Order Ahead”)
Scoring based on Boothroyd and Thompson (2024). Likelihood and impact are each scored 1–5; Risk Factor = Likelihood × Impact.
	#
	What could cause a risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor
	How to reduce the risk
	If it happens – how to minimise the impact

	1
	Basil cannot handle orders while baking, so orders are missed (the constraint that defeated his earlier phone pre-ordering)
	4
	4
	16
	Recruit a part-time assistant to handle orders; use a platform with automatic confirmations instead of the phone; set a cut-off before baking starts
	Publish the cut-off time and “sold out” status; contact affected customers and offer the next slot free of delivery charge

	2
	Late deliveries or damaged products harm the artisan reputation
	3
	5
	15
	Limit delivery to the retail park, industrial site and nearby postcodes; one fixed midday slot; suitable packaging; two pilot days only
	Refund or replace immediately; contact the customer; review the route and cut drops per run

	3
	Pilot order volume is too low to cover the assistant and driver cost
	3
	4
	12
	Survey customers and employers before launch; set a minimum order value and delivery fee; target employers with loyal customers
	Keep pre-order and click-and-collect only, which carry almost no fixed cost; renegotiate driver hours

	4
	Organic ingredient prices rise or crops fail, so pre-agreed prices become unprofitable
	3
	3
	9
	Bake to confirmed orders to cut waste; use more than one supplier; review prices monthly
	Apply a temporary surcharge or substitute lines; adjust the range offered online

	5
	Ordering platform or payment system fails at peak times
	2
	3
	6
	Choose an established provider; test during the pilot; train the assistant on the system
	Take orders by email or in person as a backup; notify customers via social media

	6
	New channel simply moves existing counter customers online rather than adding sales
	2
	3
	6
	Track the KPI against the week 1 baseline; promote to home workers and the industrial site
	Refocus promotion on lapsed and off-site customers; use order data to target areas with no counter trade


Highest-scoring risks: order handling capacity (16) and delivery quality (15). Both are operational, and the plan delegates orders and delivery, keeps the radius tight and phases the pilot.

Appendix 3 – Task 5a: Implementation Plan
Problem: sales averaging 25% below 2019 because the bakery depends on falling retail-park footfall.
Solution: “Order Ahead” – online pre-order, click-and-collect and local delivery.
Desired outcome: Non-footfall sales reach 20% of total weekly sales within six months of launch.
Assumed start: Monday 7 September 2026 (week 1). Deadlines are the dates each stage must be complete by.
	Stage
	WHAT (activities)
	WHEN (completed by)
	WHO
	Resources needed
	Done

	1
	Survey existing and lapsed customers and industrial-site employers; map a delivery route; set the minimum order value, delivery fee, cut-off time and online range
	By Sun 20 Sep 2026
(Weeks 1–2)
	Basil, supported by a part-time assistant
	Staff time; free survey tool; route mapping
	☐

	2
	Set up the ordering platform and card payment; agree packaging; recruit the midday driver; train the assistant on orders and the cut-off
	By Sun 4 Oct 2026
(Weeks 3–4)
	Part-time assistant (setup); Basil approves pricing and range
	Platform and transaction fees; packaging; recruitment; training time
	☐

	3
	Run a four-week pilot: pre-order and click-and-collect daily, delivery two days a week. Record order numbers and values, delivery times, waste and feedback.
	By Sun 1 Nov 2026
(Weeks 5–8)
	Basil (production), assistant (orders and marketing), driver (delivery)
	Assistant and driver wages; vehicle and fuel; ingredients for confirmed orders
	☐

	4
	Review pilot results against the KPI; adjust the radius, pricing, cut-off times and range; scale delivery to five days; promote via social media, leaflets and employers
	By Sun 29 Nov 2026
(Weeks 9–12), then reviewed by the last Sunday of each month
	Basil with the assistant
	Marketing spend (leaflets, social media); additional driver hours
	☐


Monitoring: weekly review of the KPI and order data against the week 1 baseline. Evaluation: formal review at months 1–6 against the 20% target, with waste and delivery punctuality.


Appendix 4 – Task 6a: Key Performance Indicator and SMART Objectives
SMART framework adapted from Doran (1981); KPI design guidance from Parmenter (2019).
KPI: weekly value of pre-order, click-and-collect and delivery sales as a share of total weekly sales (non-footfall share).
Supporting measures: orders per week; average order value; delivery punctuality; weekly waste as a share of production.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase sales that do not depend on footfall by launching online pre-order, click-and-collect and delivery to the retail park, industrial site and nearby postcodes.
	Non-footfall sales to reach 20% of weekly sales, measured weekly from platform and till reports against the week 1 baseline, averaging 40 orders a week by month 6.
	Customers already ask for delivery and pre-ordering; the pilot starts with two delivery days and one part-time driver, so growth is gradual and affordable.
	Addresses the root problem of permanently lower footfall and the 25% gap against 2019, while cutting waste by baking to confirmed orders.
	Target achieved within six months of launch, weeks 5–30, by Sunday 4 April 2027, monitored weekly and formally reviewed at the end of months 1 to 6.
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