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[bookmark: _Toc232287563]Task 1: Overview of Case-study
Basil's Bakery is an independent artisan bakery in a retail park in Coventry, where the reliance on organic ingredients and traffic is a factor in its trading success since 2015. The key issue is sales, which have been leveling off around 25% below 2019 levels since 2023. This is largely due to a structural issue of foot traffic in retail parks by seeing regular stores shutting down, customers becoming redundant and hybrid ‘work-from-home’ habits with their shopping. (Ramely et al., 2023). The issues faced are external such as the high cost of rent, utilities, flammable volatile organic-stock, etc. squeezing the margins and internal like the no delivery, and the unreliable telephone pre-order system (Bastian, Riwajanti and Haris, 2023).

[bookmark: _Toc232287564]Task 2: Two Proposed Solutions
[bookmark: _Toc232287565]Solution A: ‘BasilOrder’ – Online Click-and-Collect Pre-Order Platform
BasilOrder is a low-cost website and app that allows customers to browse, pay and book a collection time prior to their arrival. It directly responds to customer's requests to pre-order and eliminates peak time queuing without losing Basil to bake onsite. Of course, it retains redundant and home-working customers by enabling them to place orders online and pick them up easily, and it gathers data for orders to help predict demand and minimise waste from organic stock. The bakery benefits from higher retention of the sales price, which allows margins to be safeguarded from rising overhead costs and to help reprioritise towards 2019 levels (Vyt et al., 2022; Iglesias-Pradas and Acquila-Natale, 2023).
[bookmark: _Toc232287566]Solution B: ‘Basil-to-Door’ – Third-Party Delivery Partnership
Basil-to-Door has a platform (Deliveroo, Uber Eats or Just Eat) that lists the bakery's products and provide the couriers and manage the logistics, making it so that Basil never leaves the premises. This meets customers' demands for delivery and extends the catchment area beyond the shrinking figures of pedestrians, providing immediate visibility to new customers through the app (Massi, Piancatelli and Vocino, 2023). It can serve as a remedy to lost-store demand through orders delivered to the store; while it adds the cost of per-order commission and reliance on the platform, it can help boost volume and alleviate the slowdown in sales (Liu and Li, 2023).

[bookmark: _Toc232287567]Task 3b): Evaluation Results and Justifications
The PMI evaluation (Appendix 1) came back with a definite answer: Solution A (+14) outperformed Solution B (−1), and the click-and-collect platform is the solution to go forward with. Three criteria that were strongly correlated with the root problem were given the heaviest weight, each on a scale of −5 to +5. These weightings are defensible considering that the root cause issue is sloppy sales in the face of increasing costs. Solution A is the best on all three fronts, because it directly addresses the pre-order demand, requires only a moderate set-up cost, and – unlike delivery – it keeps the entire sale value and doesn't give away up to 30% in commission (Liu and Li, 2023). The advantages of solution B (broader reach and quicker entry) were more than balanced by the risk of damage to the product, commission costs and loss of the direct customer connection. The course of solution A is therefore the most suitable and least risky way to get back to normal (Vyt et al., 2022).

[bookmark: _Toc232287568]Task 4b): Justifications for the Implementation Plan
The implementation plan (Appendix 2) is sequenced to de-risk the subsequent stage(s). Cost, payment and collection slot are the basis of platform selection, building and testing is the foundation to ensure that the system is reliable before it is seen by the customer. The full launch follows a soft launch with loyal customers to enable low risk feedback and refinement (Kahveci, 2025; Amertha et al., 2025). Responsibilities are tied to capability and capacity: Basil leads behind the scenes to make sure the owner is onboarded and the product quality is ensured; a freelance web consultant addresses the digital-skills gap. The timing is approximately 8 weeks, considering how quickly Basil can recover plus the fact he can't slow down his production. Sequencing build before marketing also helps avoid any damage to the brand reputation through marketing of an untried service and monitoring from launch helps tie the new channel directly to the KPI.

[bookmark: _Toc232287569]Task 5b): Justifications for the KPI and SMART Objectives
The Key Performance Indicator (KPI) is to get back to average monthly sales within 10% of the 2019 level over a period of twelve months and that click-and-collect pre-orders will account for at least 20% of the monthly revenue. The argument for this indicator is that it directly reflects the root issue (the 25% sales shortfall) instead of a vanity metric, which is driven by SME research that focuses on few, outcome-oriented indicators that align with strategic goals (Shishank, 2026). Each of the SMART objectives (Nwabuatu, 2025) that support the KPI are reinforcing. Specific: Boost sales via one named channel, click-and-collect, ensuring no room for interpretation. Measurable: Progress is measured every month from the 2019 baseline and as a % of revenue, plus average queue time – success is clearly measurable. Attainable: targets are achievable with a current loyal customer base and a low set-up cost and where customers have said that they want to pre-order. Relevant contains a goal that addresses the sales stagnation and convenience that drove it. Time-Bound: 12-month time frame, monthly checkpoints, urgency to adjust. The KPI and SMART objectives combine to make the strategy measurable and actionable.

[bookmark: _Toc232287570]Task 6: Key Findings
1. The root cause is sales growth that has stalled at approximately 25% lower than 2019 and is based on a reliance on a single walk-in channel, with a structural decline in retail-park footfall.
1. External factors (footfall loss, shop closure, homeworking, rising overheads and the volatile cost of volatile organic stocks) exacerbate internal issues (no delivery and unreliable telephone pre-order).
1. Two options were considered – the online click and collect pre-order system and a third-party delivery program.
1. Click-and-collect (+14 vs −1) was selected as a PMI option since it protects margins, ensures Basil is onsite and eliminates pre-order demand without having to pay up to 30% commission.
1. Staged eight-week rollout and clear KPI (sales within 10% of 2019 within 12 months) and SMART objectives give an accountable pathway to recovery.
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[bookmark: _Toc232287573]Appendix 1 – Task 3a) PMI Evaluation Table
	Solution A: ‘BasilOrder’ – Online Click-and-Collect Pre-Order Platform

	Plus
	Minus
	Interesting

	Resolves pre-order requests and cuts peak-time queue waits (+5)
	Upfront set-up / subscription cost for website, app and payment integration (−3)
	Could host a loyalty / subscription scheme to lift repeat custom (+3)

	No commission fees; bakery keeps full margin against rising overheads (+5)
	Customers must still travel to collect – no home delivery (−3)
	Order data could guide new product lines and opening hours (+2)

	Recaptures home-working and redundant customers via paid-ahead collection (+4)
	Basil must manage notifications and order prep alongside baking (−2)
	

	Generates demand data, reducing organic-stock waste (+3)
	
	

	TOTAL: +17
	TOTAL: −8
	TOTAL: +5


Therefore: Overall Total for ‘BasilOrder’ (Solution A) = +14
	Solution B: ‘Basil-to-Door’ – Third-Party Delivery Partnership

	Plus
	Minus
	Interesting

	Reaches customers who no longer visit the retail park (+4)
	Commission of up to ~30% per order erodes already-thin margins (−5)
	Could pilot on a limited, robust product range first (+2)

	Rapid market entry; platform manages couriers and logistics (+3)
	Delicate cakes/pastries risk damage and quality loss in transit (−4)
	A local independent courier might later reduce commission (+2)

	App visibility gives marketing exposure to new customers (+2)
	Loss of direct customer relationship and ownership of data (−3)
	

	
	Dependency on platform pricing and policy changes (−2)
	

	TOTAL: +9
	TOTAL: −14
	TOTAL: +4


Therefore: Overall Total for ‘Basil-to-Door’ (Solution B) = −1
The PMI is from de Bono's technique of Plus–Minus–Interesting and commission evidence by Liu and Li (2023). Solution A is selected (+14 > −1).

[bookmark: _Toc232287574]Appendix 2 – Task 4a) Implementation Plan
Key challenge: Sales growth needs to be brought up to speed (around 25% short of 2019). Solution: ‘BasilOrder' – online click and collect pre order platform.
	
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Select platform
	Compare low-cost ordering tools (e.g. Square, Shopify); confirm costs, card payment and collection-slot features
	Weeks 1–2
	Basil + freelance web consultant
	☐

	2
	Build & test
	Upload menu, add product photos, set collection time-slots, integrate payment and run trial orders
	Weeks 3–4
	Web consultant + Basil
	☐

	3
	Soft launch & train
	Invite loyal customers to trial; train part-time assistant on order prep/handover; gather feedback and refine
	Weeks 5–6
	Basil + part-time assistant
	☐

	4
	Full launch & promote
	Launch publicly; promote via social media, in-store QR signage and local employer partnerships; monitor KPIs
	Weeks 7–8+
	Basil + marketing support
	☐


Source: staged digital-adoption approach for resource-constrained SMEs (Kahveci, 2025; Amertha et al., 2025).


[bookmark: _Toc232287575]Appendix 3 – Task 5a) KPI and SMART Table
The Key Performance Indicator is to achieve monthly sales of 20% within a year of the previous 2019 average, with click-and-collect pre-orders making at least 20% of the monthly revenue.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase total monthly sales by launching click-and-collect pre-ordering, recovering toward the 2019 baseline.
	Track monthly revenue vs 2019; online orders as % of revenue (target ≥20%); average queue time.
	Realistic given an existing loyal base, low set-up cost and stated customer demand for pre-orders.
	Directly addresses the root problem – stagnant sales – and the convenience gap that caused it.
	Full target within 12 months of launch; reviewed monthly to allow adjustment.


Source: SMART framework (Doran 1981) applied to SMEs (Shishank 2026); KPI selection for SMEs (Shishank 2026)
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