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Task 1: Overview of Case-study
Basil’s Bakery, an independent artisanal business established in Coventry in 2015, is currently experiencing a severe financial stagnation, with annual sales figures lingering persistently at an average of 25% below pre-pandemic 2019 levels during the 2023–2025 operational period. The root problem impacting the business is an obsolete brick-and-mortar retail operating model that has failed to adapt to permanent, post-pandemic structural shifts in consumer behavior and local economic demographics (Deakins and Freel, 2012). Several contributing factors exacerbate this issue. First, local shopping park footfall has contracted severely due to the permanent adoption of hybrid work schedules, meaning office and industrial workers work from home several days a week and no longer purchase daily lunches. Second, the retail park itself is undergoing commercial decay, with frequent store closures creating unleased units and resulting in widespread redundancies among Basil's core customer base. Third, operational bottlenecks exist because Basil's hands-on production role prevents him from answering the phone, leading to missed pre-orders and long on-site wait times


Task 2: Two Proposed Solutions
Solution A Proposal: Direct-to-Consumer (D2C) E-Commerce Pre-Ordering and Courier Delivery Hub
This solution involves creating a dedicated, mobile-responsive Shopify web application that allows remote office workers and local Coventry residents to pre-order bakery items online and schedule localized home delivery. Logistics will be outsourced entirely to a third-party eco-friendly cargo-bike courier service covering a five-mile radius from the shop. This direct-to-consumer model directly addresses the root problem by decoupling the bakery's revenue from the declining physical footfall of the retail park (Chaffey, 2022). By offering home delivery, Basil can successfully recapture the lost business of hybrid workers on their work-from-home days. Additionally, the automated online pre-ordering portal eliminates customer service bottlenecks, allowing customers to secure goods in advance and bypass on-site wait times

Solution B Proposal: Business-to-Business (B2B) Commercial Wholesale Accounts Diversification
This alternative solution involves restructuring the bakery's distribution channel away from retail consumers by positioning Basil's Bakery as a premium wholesale supplier of organic artisan bread and contemporary pastries to independent Coventry cafés, regional grocers, and upscale farm shops across Warwickshire. Basil would secure long-term commercial contracts requiring daily bulk delivery of products. This solution mitigates the root problem of retail park decay by moving the primary revenue source entirely outside of the shopping complex. Establishing predictable, recurring B2B wholesale orders enables structured early-morning batch baking, which significantly optimizes kitchen capacity and resource utilization (Slack and Brandon-Jones, 2019). Furthermore, the large, predictable production volumes allow Basil to place bulk raw ingredient orders with organic suppliers.

Task 3b) Evaluation Results and Justifications
Based on the qualitative and quantitative Plus-Minus-Interesting (PMI) strategic matrices detailed in Appendix 1, Solution A (D2C E-Commerce Delivery and Pre-Order Hub) emerged as the preferred option, achieving a total weighted score of +12 compared to Solution B’s score of +5. The evaluation criteria were selected based on small-firm financial resilience frameworks (Deakins and Freel, 2012) and include gross margin preservation, capital requirement, operational complexity, and target audience alignment. Gross margin preservation was given the highest significance weighting (value: 3) because small businesses must protect margins to absorb rising utility and rent overheads. Operational complexity was assigned a weighting of 2, reflecting Basil's limited capacity as a sole baker.

Solution A is justified as the superior choice because it retains full, premium retail pricing margins, whereas Solution B requires substantial wholesale discounts (often 30–40%) that clash with Basil's high organic ingredient costs. Additionally, Solution A directly addresses the specific customer demands highlighted in the case study—namely, resolving long on-site wait times through automated pre-ordering and capturing hybrid workers via home delivery. 

Task 4b) Justifications for the Implementation Plan
The 12-week operational roadmap detailed in Appendix 2 is structured according to agile project management principles, balancing speed with the operational capacity of a micro-business (Kerzner, 2017). The plan begins with Task 1 (Weeks 1–4), focusing on building the e-commerce infrastructure. It is critical to establish automated online inventory tracking before any other step to prevent digital order volumes from exceeding Basil’s maximum baking capacity. Task 2 (Weeks 5–6), which involves finalizing the courier contract, is scheduled next to ensure the delivery zone and logistics line up perfectly with the digital platform's launch.

Task 3 (Weeks 7–8) introduces a vital two-week closed beta test with a sample of 30 loyal customers. This allows the business to test the system and iron out any shipping or software bugs safely before a full public launch. Technical setup and marketing are delegated entirely to an external digital consultant, keeping Basil on-site in the kitchen to preserve artisan quality. Finally, Task 4 (Weeks 9–12) launches hyper-local marketing alongside counter QR codes, 

Task 5b) Justifications for the KPI and SMART Objectives
To accurately measure the success of the digital turnaround strategy, the primary Key Performance Indicator (KPI) chosen is the Monthly Digital Revenue Contribution Share (MDRCS), which calculates digital sales as a percentage of total bakery revenue. This metric is highly justified because it isolates digital channel performance from the declining physical footfall of the retail park, providing a clear indicator of how effectively the business is modernizing its distribution model 

The supporting SMART objectives detailed in Appendix 3 are justified through standard small business metrics . The target of a 35% digital revenue contribution is highly Specific and Measurable through automated Shopify reports, eliminating administrative burden for Basil. It is Attainable by converting existing loyal customers who previously requested delivery and pre-ordering options. It is directly Relevant because building a footfall-independent revenue stream addresses the 25% sales deficit. Finally, the 6-month Time-bound horizon provides structural urgency while allowing enough time for consumer habits to shift. Reviewing these automated metrics during a brief 30-minute monthly audit ensures Basil stays informed without disrupting his daily baking schedule.

Task 6: Key Findings
Macroeconomic Structural Footfall Shifts: Permanent hybrid work schedules and frequent retail park vacancies have structurally reduced walk-in lunch traffic,
Operational Efficiency Bottlenecks: Manual order taking creates operational friction, resulting in missed customer telephone calls and unsatisfactory waiting times during peak morning hours.
Severe Profit Margin Compression: Rising fixed operational overheads (utilities, rent, business rates) and unpredictable organic ingredient crop costs require higher-margin distribution channels.
Digital Turnaround Viability: Launching an integrated e-commerce delivery and pre-order channel allows the bakery to bypass local footfall decline and safely recapture hybrid workers at home.
Strategic Resource Preservation: Delegating technical platform development to an external consultant allows the owner to focus entirely on artisan baking operations, maintaining product quality.
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Appendices
Appendix 1: Task 3a) PMI Evaluation Table
Solution A: Direct-to-Consumer (D2C) E-Commerce Pre-Ordering and Courier Delivery Hub
	Plus (+)
	Score
	Minus (-)
	Score
	Interesting (I)
	Score

	• Retains 100% full premium retail margins to offset rising fixed overhead bills.
	3
	• Requires an initial financial investment for software configuration.
	-1
	• Captures valuable first-party customer email data for digital marketing.
	2

	• Captures hybrid office workers directly at home within a 5-mile local radius.
	3
	• Incurs ongoing third-party delivery courier fees per transaction.
	-2
	• Enables flexible weekly updates to organic seasonal menus online.
	2

	• Automates order fulfillment, eliminating missed telephone calls.
	2
	• Demands a small learning curve to handle online digital orders.
	-1
	• Creates potential for high-margin holiday gift box delivery options.
	1

	• Reduces on-site waiting times via scheduled customer pick-up windows.
	2
	• Risk of technical glitches or platform downtime affecting sales.
	-1
	• Helps build an agile, modern brand image across the wider region.
	2


Therefore: Overall Total Score for Solution A = (+10) + (-5) + (+7) = +12



Solution B: Business-to-Business (B2B) Commercial Wholesale Accounts Diversification
	Plus (+)
	Score
	Minus (-)
	Score
	Interesting (I)
	Score

	• Secures large, highly predictable daily bulk order contract volumes.
	3
	• Compresses gross profit margins through required wholesale discount structures.
	-3
	• Expands regional brand recognition past the localized shopping retail park.
	2

	• Eliminates dependence on declining physical retail park footfall traffic.
	3
	• Exposes the cash flow to standard 30-day corporate B2B payment delays.
	-2
	• Creates opportunities for future joint ventures with local farm shops.
	1

	• Simplifies kitchen scheduling through early morning bulk production.
	2
	• Increases risk of product delivery damage to delicate contemporary items.
	-2
	• Can help lower raw ingredient prices by allowing bulk volume purchasing.
	2

	• Reduces on-site front-of-house staff service demands during peak times.
	1
	• Requires rigid packaging configurations to safely transport items in bulk.
	-1
	• Opens up potential for future physical expansion into dedicated wholesale sites.
	1


Therefore: Overall Total Score for Solution B = (+9) + (-8) + (+4) = +5
Appendix 2: Task 4a) Implementation Plan
Project roadmap modeled on standard small business execution principles (Kerzner, 2017).
Name the problem you are solving: 
Post-pandemic footfall stagnation, revenue decline, and operational service bottlenecks.
Name the solution you are implementing: 
Solution A: Direct-to-Consumer (D2C) E-Commerce Pre-Ordering and Courier Delivery Hub.
	Task
	WHAT (Strategic Activity)
	WHEN (Timeline)
	WHO (Responsibility)
	Done

	1
	E-Commerce Web Architecture Configuration
Procure a Shopify software platform. Integrate localized automated inventory limits and configure real-time SMS order confirmation alerts.
	Weeks 1–4
	External Digital Consultant
	[ ]

	2
	Logistics Contract Finalization
Negotiate a contract and sign a Service Level Agreement (SLA) with a local green cargo-bike delivery service to manage home drop-offs.
	Weeks 5–6
	Basil (Owner) / Courier Provider
	[ ]

	3
	Closed Beta Testing and Training
Execute a closed test loop with 30 loyal historical customers to check order windows and ensure staff are trained on digital alerts.
	Weeks 7–8
	External Digital Consultant / Kitchen Staff
	[ ]

	4
	Hyper-Local Launch and POS Integration
Deploy targeted local social media ads within 5 miles. Install on-site QR codes at the counter to run pre-ordering alongside delivery.
	Weeks 9–12
	External Digital Consultant / Basil (Owner)
	[ ]




Appendix 3: Task 5a) KPI and SMART Table
The Key Performance Indicator is: 
Monthly Digital Revenue Contribution Share (MDRCS)
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Achieve a minimum of 35% of total monthly business revenue generated through the online e-commerce channel (encompassing combined pre-orders and local home deliveries).
	Track sales automatically using integrated Shopify analytics compared monthly against the bakery's primary point-of-sale accounting system.
	Leverages an existing base of hybrid workers and retail park shoppers who have already requested pre-ordering and delivery options.
	Addresses the 25% drop in sales by capturing customers outside the shopping center, mitigating physical footfall limits and reducing wait times.
	Reach the 35% target within exactly 6 months of the e-commerce platform's public launch, running a monthly performance review on the first Monday of each month.



