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[bookmark: _Toc235228571]Task 1: Overview of Case Study
Basil's Bakery is a small, handmade bakery in a retail park in Coventry, earning its living from passing customers in the retail park, staff in the industrial estate next door and retail park employees. Although sales have been on an upward trajectory since 2015, fragmented market dynamics and restrictions due to the pandemic caused a dramatic slowdown in the 2020 and dropped about 70% below the 2019 level during 2023-2025. The underlying issue is a decrease in customer numbers as a result of the retail park's dropping number of units, and also the change in this customer base to more hybrid and home working, and also the growing overhead costs that have become more volatile (ITV News, 2023).
[bookmark: _Toc235228572]Task 2: Two Proposed Solutions
[bookmark: _Toc235228573]Solution A: Online Ordering and Local Delivery Service
In certain cases, the proposed solution is nothing more than a direct online ordering and local delivery system, where the online sale is carried out via a user friendly website and orders are delivered by one of the in-house or partnered organisations, not by a commission-charging third-party website application (Liven, 2025). Lost customers would be re-engaged as would those with flexible working days who no longer commute to the retail park, creating remote demand for these premises (Ndiata et al., 2025). However, Basil's in-house ordering also enables the creation of a customer base for targeted marketing and planning for demand, focusing on the root of the problem, not just the symptoms.
[bookmark: _Toc235228574]Solution B: Digital Pre-Order and Click-and-Collect System
The second proposed pre-order click and collect solution is a digital pre-order and time-slot option, which allows shoppers on site to secure a product and collection time without the hassle of a third party app or web form (Flipdish, 2019). This can help solve the troublesome waiting time that office and warehouse staff report during late-lunch hours, without Basil having to answer the phone himself. It also contributes to the regularization of production planning during the height of the season, since in advance orders, early orders indicate the need for certain products. But unlike online delivery it only makes a difference to customers who continue to drive to the retail park and therefore does not address the losses being experienced by redundancy or home-working customers.
[bookmark: _Toc235228575]Task 3b) Evaluation Results and Justifications
Applying the PMI technique (de Bono, 1985) in Appendix 1, Solution A (online ordering and delivery) scored more strongly overall than Solution B (pre-order click-and-collect). Positionally, the plus points for Solution A were considered most important as they seek to bridge the gap of operational friction but rather demand generation as Basil's sales have waned due to customers not visiting the retail park in person. Basil's most pressing priority is revenue recovery, which is why the criteria used to assess the importance of the lost customers, cost of implementation, and impact on wait-time complaints were weighted. Solution A consists of the same components but has some low point values associated with delivery logistics and potential commission costs if outsourced, but the risks are manageable, assuming an in-house delivery. Hence Solution A is chosen as the preferred solution, since it addresses the root cause of the problem instead of a secondary symptom of the problem.
[bookmark: _Toc235228576]Task 4b) Justifications for the Implementation Plan
The implementation plan in Appendix 2 focuses on the order platform (necessary technical foundation) before customer-facing aspects are added such as delivery and marketing to reduce risk of taking orders that the business is not prepared to ship. Basil handles all the platform setup and delivery foresight because it is crucial to understand production capacities and existing customer relationships, while technical build-out is taken to the freelance web developer so Basil can dedicate his time to baking rather than building it. Considering the ongoing drop in sales activity (Statista, 2026), and the realistic estimate of how long it takes for a small business to adopt digital available in literature (Ben Slimane et al., 2022), four to six weeks seems a reasonable period. 
[bookmark: _Toc235228577]Task 5b) Justifications for the KPI and SMART Objectives
The proposed KPI is online order revenue as a share of total monthly sales and it was selected because it is not just an outcome measure, but a true measure of performance. It also does a lot of connecting to the root cause defined in Task 1, and as a result, it transforms previously lost demand into measurable revenue. The SMART objective is to increase online sales to 15% of all monthly sales over the next 6 months and grow the number of registered customers to 200. It is specific, measurable and attainable with the current established loyal customer base described in the case study, relevant as these objective reverses all of the sales that have been lost compared to the previous 6 months, and time-bound given the urgency (Doran, 1981). They chose six months, mainly because it is sufficient time for the change to sink in while not being an unnecessarily long period for Basil to feel confident of what it is doing and convincing him that he needs to take any additional action (Ben Slimane et al., 2022).
[bookmark: _Toc235228578]Task 6) Key Findings
1. Despite its elevated standing, Basil's Bakery is facing a drop in sales largely due to a decline in shop traffic in the retail parks in line with the people's increasing flexibility in working from home, and also due to the closure of some of the nearby retail units.
1. Two solutions were considered, online ordering and local delivery and/or a digital pre-order and click and collect.
1. PMI assessment preferred online ordering and delivery option over in-store queuing because it is directly addressing lost demand instead of just in-store queuing.
1. It is recommended to have a phased four to six weeks' implementation where the platform builds are completed first and full implementation in marketing is done next.
1. Success should be measured against six months' SMART target using on-line revenue share and registered customer number.
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Appendices
[bookmark: _Toc235228580]Appendix 1 — Task 3a) PMI Evaluation Table
The Plus-Minus-Interesting (PMI) technique (de Bono, 1985) was used to evaluate both proposed solutions against three criteria: ability to recapture lost customers, cost/complexity to implement, and effect on customer experience.
	Solution A: Online Ordering and Local Delivery Service

	Plus
	Minus
	Interesting

	1. Recaptures customers who work from home or no longer visit the retail park (Barclays, 2025)
1. Builds an owned customer database for marketing and forecasting
1. Avoids high third-party commission fees if delivery is run in-house (Liven, 2025)
1. Opens potential future revenue from office/wholesale catering
	1. Upfront cost of building a website/ordering platform
1. Requires recruiting and managing delivery staff
1. Risk of order or delivery errors affecting reputation
	1. Could evolve into a subscription 'bread box' service
1. May reveal demand data supporting new product lines

	TOTAL: +4
	TOTAL: -3
	TOTAL: 2


Therefore: Overall Total for Solution A (Online Ordering and Local Delivery) = +3
	Solution B: Digital Pre-Order and Click-and-Collect System

	Plus
	Minus
	Interesting

	1. Reduces queue complaints during peak lunch periods (Flipdish, 2019)
1. Low-cost, simple booking tool to set up
1. Improves accuracy of production planning
	1. Does not reach customers who no longer visit the retail park at all
1. Remains dependent on already-declining footfall
1. Does not address rising or volatile overhead costs
	1. Could later be combined with a delivery option
1. Provides useful peak-time data for staff scheduling

	TOTAL: +3
	TOTAL: -3
	TOTAL: 2


Therefore: Overall Total for Solution B (Digital Pre-Order and Click-and-Collect) = +2


[bookmark: _Toc235228581]Appendix 2 — Task 4a) Implementation Plan
Name of the problem being solved: Declining sales caused by lost customer footfall and the absence of a remote ordering channel.
Name of the solution being implemented: Online Ordering and Local Delivery Service.
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Build a simple ordering website/app with secure payment processing
	Weeks 1–2
	Basil + freelance web developer
	☐

	2
	Define the local delivery zone and recruit a part-time delivery rider
	Weeks 2–3
	Basil
	☐

	3
	Soft-launch to existing customers via email/social media for trial orders
	Week 4
	Basil + rider
	☐

	4
	Full public launch with retail-park signage, flyers and social media marketing
	Weeks 5–6
	Basil
	☐




[bookmark: _Toc235228582]Appendix 3 — Task 5a) KPI and SMART Objectives
The Key Performance Indicator is: Online order revenue as a percentage of total monthly sales (Parmenter, 2020).
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase revenue generated through the new online ordering and delivery channel
	Reach 15% of total monthly sales via online orders; 200 registered online customers
	Realistic given Basil's existing loyal customer base and local catchment area
	Directly targets the root cause of declining, footfall-driven sales
	Achieved within 6 months of platform launch
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