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1. [bookmark: _Toc234589037]Introduction

This report aims to provide a comprehensive overview of the case study concerning Basil’s Bakery, aiming to critically analyze the current challenges impacting the business and propose strategic interventions while evaluating their viability utilizing Plus, Minus, and Interesting (PMI) framework. Furthermore, the report outlines a structured framework for establishing success by defining key performance (KPIs) and setting specific, measurable, achievable, and time-bounding (SMART) Objectives.
2. [bookmark: _Toc234589038]Case Study
The business is an artisan retail bakery based in Coventry, UK, facing significant operational and financial challenges. It has been established in 2015, when initially the business experienced steady-on-year growth by providing local shoppers and workers with tasty cakes, pastries and breads. During the early years, Basils’s bakery managed to attract and build a loyal customer base and reputation thanks to the high-quality organic ingredients used in the process of manufacturing.

Currently, what concerns the business owner is the viability of his business due to a persistent 25% stagnation in annual sales volume relative to 2029 levels. Synthesized data from the PESTEL analysis (Appendix 1) and Fishbone diagram (Appendix 2) indicate that this decline is driven by a combination of external pressures and internal constraints. Evident from both frameworks is that:

· Burns (2022) argues that small businesses face a far higher degree of vulnerability and suffer from deep internal resistance to adapting to the changing environment, both present in the current situation. 

· Current business models do not meet customer demands. Although Basil has a direct, daily contact with his customers, which is allowing him to spot shifting customer trends and expectations, the lack of key services prevents the bakery from even retaining the old ones, because they have already adapted their shopping behaviors to the new environmental dynamics.

· The life of the bakery is put at risk as the rising operating costs are increasing financial pressure. As the operational costs increase consequently, the profitability reduces, which is leaving the owner with little to zero financial room to maneuver also known as “resource poverty” (Burns.2022). 

Overall, the analysis suggests that Basil’s Bakery is facing a long-term structural challenge rather than a temporary decline in sales. External factors have reduced customers' attraction to the business, while internal limitations have restricted their ability to adapt. As a result, sales have remained approximately 25% below pre-pandemic levels. Failure to implement restorative measures may fundamentally compromise the long-term viability of the current business model.
3. [bookmark: _Toc234589039]Solutions

To counteract the vulnerabilities facing Basil’s Bakery, two interconnected strategic solutions are proposed to pivot the business towards an agile, digitally integrated business mode.

3.1. [bookmark: _Toc234589040]Online Ordering and Delivery

Reviewing the menu, digitalizing it and register in already existing and quite popular platforms such as Uber East, Just Eat or Deliveroo had the potential to increase the number of orders and depress operational bottlenecks.

· Introducing this will allow the business to bypass the issue with lower footfalls, allowing the bakery to reconnect with its lost, remote-working clients and even gain new customers.
· The atomization of orders and pre-orders removes the administrative burden from the busy artisan baker. Furthermore, since registered on these platforms, the owner is not required to employ people responsible for the deliveries, as the deliveries of online orders are handled by them, which will take off the need to spend extra finances.


3.2. [bookmark: _Toc234589041]Digital Marketing Activity

Nowadays, being present on social media is quite important, especially for small businesses (Peak, 2025). Utilizing high-traffic social media platforms such as TikTok, Facebook, and Instagram enables small businesses to seamlessly cultivate engaging client relationships, accelerate organic brand awareness, and deliver real-time operational updates. (Jordan,2026).


3.3. [bookmark: _Toc234589042]Results
In the light of the current threat to the bakery’s continued survival and the outcome of the PMI evaluation matrices, it is recommended that Basil’s Bakery implement both strategic interventions concurrently rather than selecting a single isolated solution. 
While Solution 1 (Table 1) yields a significant overall total by directly passing the physical footfall constraints, its commercial success is currently dependent on the visibility generated by Solution 2 (Table 2).  Conversely, executing a digital marketing campaign without a modern e-commerce infrastructure would fail to capture modern customer demand. On the other hand, the recommended digital engagement must be backed by seamless digital pre-order and delivery system enabling online interest to be converted into tangible revenue. Therefore, because these strategies are highly symbiotic, dual implementation is strictly necessary to modernize the business model, manage the current financial situation, and secure long-term operational viability.

4. [bookmark: _Toc234589043]Action Plan 

A well-structured action plan across a 12-week timeline (Appendix 3) has been developed. Its execution consists of 3 Phases, functioning as a synchronized action plan design to deploy the digital ordering platform and targeted marketing concurrently. 
Implementation will be executed through a collaborative phased approach that carefully balances technical preparation with operational capability. Initial stages would focus heavily on digital setup. Once the digital foundation is secure, subsequent efforts prioritize operational logistics and content creation to effectively capture and manage incoming customer demand.
The Final stage is designed to act as a crucial risk-mitigation window, utilizing controlled localized testing to stress-test the entire pipeline before public deployment. By utilizing explicit, verifiable completion milestones at every stage, management can actively track progress and address bottlenecks in real time. This structured deployment ensures the bakery can successfully capture modern consumer demand and win back the remote and corporate workforce without disrupting its core daily operations.


4.1. [bookmark: _Toc234589044]Reasoning

The strategic sequencing and order of activities ensure that the digital transactional framework is established alongside social media parameters, enabling digital marketing to immediately attract customers to an operational storefront from day one. This 12-week timeline provides a practical, low-stress operational buffer that prevents operational burnout for the artisan bakery while ensuring daily retail production remains uncompromised. Furthermore, responsibilities are strictly divided by resource constraints as the owner oversees commercial liabilities like contracts and shipping partnerships, a Marketing assistant manages the accounts on social media. Finally, linking explicit, verifiable milestones to each phase enforces strict accountability, providing clear progress tracking to safeguard the project against unexpected timeline delays.

5. [bookmark: _Toc234589045]KPI and Smart Objectives 

The Key Performance indicators (KPIs) selected to evaluate business performance focus on digital customer acquisition and revenue generation. These metrics are structured into a comprehensive SMART Objective matrix (Table 3), which establishes two specific targets to measure success over the next six months.

First, the framework establishes a Delivery Platform Sales benchmark, aiming for a minimum 3.5% menu conversion rate across Uber Eats, Just Eat, and Deliveroo to ensure digital traffic transforms into delivery revenue. Second, to evaluate brand exposure and customer engagement among locals, to evaluate brand exposure and customer engagement, a combined Social Media Traffic and Pre-orders goals targets at least 1000 monthly profile visits across all social media platforms, while converting that online interest into a minimum of 30 direct messages securing pre-orders weekly. Together, these metrics serve as a clear indicator of digital marketing efficiency and direct local customer engagement.
5.1. [bookmark: _Toc234589046]Monitoring and evaluation

These metrics will serve as a continuous feedback loop to actively monitor and evaluate operational and marketing effectiveness. By tracking delivery platform conversions alongside social media traffic and DM pre-orders, the Business Owner can pinpoint exactly where the strategy succeeds or bottlenecks, leading to any corrections and adjustments needed.
If the data shows high menu views but a low conversion rate (below 3.5%), it will signal a barrier at the point of purchase, prompting immediate updates to menu range, photography or pricing. Meanwhile, evaluating social media profile visits alongside direct message pre-orders measures the true engagement level of the bakery's audience. A high volume of profile visits with low DM pre-orders indicates that while the content is eye-catching, the call-to-action or pre-ordering process is too friction-heavy for local customers.
Furthermore, monitoring platform customer reviews and delivery rating scores will evaluate the operational hand-off between the Bakery and third-party couriers. This ensures packaging integrity remains uncompromised during transit. Reviewing these analytical dashboards on a strict bi-weekly schedule allows the bakery to make agile, data-driven adjustments, securing long-term profitability and proving the financial viability of the digital expansion before hiring an external assistant.
6. [bookmark: _Toc234589047]Key Findings

· Current business situation: The challenges the business is currently faced with are driven by a combination of external pressures and internal constraints. 
· Shift to Digital Channels: Transitioning the bakery's storefront to delivery aggregators (Uber Eats, Just Eat, and Deliveroo) directly combats declining physical footfall by capturing the displaced remote and corporate workforce.
· Low-Cost Resource Allocation: Utilizing a self-managed, organic social media strategy minimizes initial marketing overheads, allowing the business to fund a future marketing assistant entirely through proven digital profitability.
· Operational Buffer: A structured 12-week timeline protects the artisan baker from operational burnout, ensuring core retail kitchen production remains uncompromised during digital onboarding.
· Data-Driven Performance: Implementing a dual-metric framework targeting a 3.5% delivery conversion rate and 1000 monthly social visits ensures clear accountability and long-term financial viability.
· Reversal of Stagnation: Integrating these quantifiable targets establishes a highly responsive recovery mechanism; the immediate revenue boost from delivery platforms provides the financial injection required to revive the business and unlock its stagnant local market potential.

7. [bookmark: _Toc234589048]Conclusion

Despite the bakery’s current financial vulnerabilities and compromised viability, significant potential for strategic recovery remains, leveraged by its niche market position as a provider of premium, artisan organic food and previous proven success. This report demonstrates that the integration of delivery service, paired with organic, content driven digital marketing strategy, offers a highly viable strategic path. By establishing a robust digital storefront, the business can effectively reclaim its displaced client base without incurring prohibitive upfront capital expenditure or disrupting core artisan production workflows. Supported by a structured action plan, clear accountability matrices, and robust SMART metrics, this strategy equips the enterprise to stabilize revenue streams, optimize local market share, and build a scalable framework for sustainable digital growth.
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	Solution 1: Online ordering and Delivery platform


	Plus
	Minus
	Interesting

	Attract hybrid worker 
                                 
                                  +3
	Higher upfront digital setup costs.
                                      -2
	Expands the bakery potential.
                                    +2

	Re-engage local workers
                                  
                                   +3
	Potential delivery delays (peak hours)
                                     -2
	Provides customer data for better stock forecasting.
                                    +2

	Automates pre-orders and orders, saving the baker time.
                                  +2
	Delivery emissions (conflict with organic/environmental line)
                                    -1
	

	Removes reliance on physical shop foorfall
                                  +2
	
	

	Total: +10
	Total: -5
	Total: +4

	Overall Total= +9


[bookmark: _Toc234588870][bookmark: _Toc234589072]Table 1: Solution 1

	 Solution 2: Digital Marketing Activity


	Plus
	Minus
	Interesting

	Engaging and building relationships with clients on TikTok, FB, IG
                                  +4
	Demands extra management time.
                                     
                                     -2
	Behind the scenes baking videos could go viral,
                                    
                                   +3

	Targets local office staff and remote workers
                                      
                                  +5
	Extra costs on ads.
                                     

                                    -3
	Tailoring new products based on community engagement.
                                    +2

	Highly scalable with clear digital returns
                                  +3
	Digital focus may alienate elderly shoppers
                                    -1
	

	Total: +12
	Total: -5
	Total: +5

	Overall Total= +12


[bookmark: _Toc234588871][bookmark: _Toc234589073]Table 2: Solution 2




	Implementation Plan

	
	Task
	What?
	When?
	Who?
	Done?

	1
	Platform and tool Selection
	Register the business on Uber Eats, Just Eat, Deliveroo. While setting up organic social media profiles on Tiktok, FB and Instagram
	Weeks 1-2 
	Business owner
	Approved delivery app merchant accounts and registered social media pages.

	2
	Menu and profile
	Create and upload the digital menu, pricing, and images 
	Weeks
3-4
	Marketing Assistant
	Live menu previews approved on Uber Eats, Just Eat, Deliveroo

	3
	Content creation
	Film reels, authentic behind-the-scenes baking videos, to build digital momentum and promote the upcoming launch.
	Weeks
5-6
	Business owner
	A compiled 4 week media content library

	4
	Packaging and social campaign launch
	Source delivery-safe branded packaging tailored for the products, and and launch organic social media posts targeting local office hubs.
	Weeks
7-8
	Buisness owner, Marketing Assistant
	Packing stock delivered; live ads running online

	5
	Testing soft launch
	Execute a 2 week launch by having friends and family place orders through the platforms to test them and the kitchen 
	Week
9-10
	Business owner
	Test orders fulfilled with zero system or delivery errors

	6
	Full platform go-live
	Start working through the platforms, supported by daily posts, updates, and promotional codes.
	Weeks
11-12
	Business
owner
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	SMART OBJECTIVE MATRIX

	Specific
	Measurable
	Attainable
	Relevant
	Time-bound

	Delivery Platform Sales: 
Min.3.5% online conversion rate across Uber Eats, Just Eat and Deliveroo
	Monitored via daily and monthly merchant analytics dashboards provided by the food platforms
	Highly realistic as standard food reference benchmarks typically average between 2% and 5%
	Directly addresses declining physical footfall by verifying that digital traffic converts into concrete immediate delivery revenue and high-value catering pre-orders.
	Fully reachable and stabilize these two distinct performance metrics within 6 months following the public launch.

	Social Media Engagement: Secure at least 500 monthly profile visits across TikTok, FB, Instagram and convert this traffic into a min. of 30 Direct messages pre-orders per week.
	Tracked using built-in platform analytics combined with weekly log tallies of completed DM transactions.
	Achievable within a 3-mile local radius via targeted organic content, and highly feasible for corporate customers planning team launches.
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