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[bookmark: _Toc237863042]1. Overview of the Case Study and Nature of the Problem

Basil's Bakery was opened in 2015 at a retail park in Coventry and makes artisan breads, cakes and pastries made from organic ingredients. The number of sales has been on the rise year-on-year until 2020, when it remained at around 25% lower than 2019 levels between 2023 and 2025. The issue is structural, not cyclical, as retail park vacancies are growing, loyal customers have been 'made redundant' and hybrid working has taken away a few days of the demand for lunch among office workers each week (Office for National Statistics, 2022). At the same time, rents, rates, utilities and insurance have increased, and the prices of organic ingredients continue to fluctuate. The business model thus relies solely on the footfall that is no longer predictable (Johnson et al., 2020).
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In Solution 1, a digital pre-order and click and collect system are implemented. Basil would use a low-cost hosted ecommerce solution for the customers to order and pay on-line and choose a time to come collect. This directly addresses the unanswered-telephone issue as the ordering is captured without interrupting the production. It also eliminates the "unsatisfactory waiting time" during the rush hours as pre-paid orders are bagged in advance and picked up from a special pickup location. It allows Basil to stay on site baking and thus to maintain the artisan proposition which sets the business apart (Porter 1985). Improved visibility of demand also minimises waste and enhances the buying process in the face of volatile prices on volatile organic ingredients (VOI) (Chaffey and Ellis-Chadwick, 2019).

Solution 2 – Local delivery service. Basil would deliver to homes, and to offices/warehouses on the adjoining industrial site, either on a part-time driver basis or through a third-party courier aggregation service. This helps solve the access issue for customers that have been made redundant and now work from home, thus bringing the bakery's catchment to include beyond the declining retail park. The benefits of increased average transaction value and more predictable demand from bulk orders would offset some of the negative effects of decreased footfall (Kotler and Keller, 2016).
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A Grid Analysis (weighted decision matrix) was chosen because it allows for comparing two options, instead of listing merits, to several weighted criteria (Mullins, 2016). The case study identified six criteria, ranked on a scale of 1-5 based on their importance to Basil, as: affordability of set-up (5), operational feasibility in the context of Basil needing to stay onsite (5), revenue growth potential (4), reach to lost customers (4), impact on operating margin (4) and speed of implementation (3). All the solutions were scored on a 0-5 scale for each criterion, and then the score multiplied by the weight of the criterion. The final matrix is included in Appendix 1.
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Solution 1 achieved 97 of a possible 125 marks, whereas Solution 2 (Appendix 1) achieved 70 of 125. While delivery performed better in the area of customer reach, it was hit hard on the operational feasibility and margin: Basil cannot leave the premises and courier rates of 20–30% would be a killer on already-stretched margins, and vehicle, insurance and staffing expenses would add to fixed expenses, when fixed expenses are the issue. It is a modest investment that takes advantage of existing premises and staffing and that can be put into place quickly, which is why click-and-collect is so popular. Thus, solution 1 is preferred, and, if demand data is available, delivery will be considered as a potential phase-two extension.
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The qualitative risk assessment was carried out by applying a likelihood × impact risk scoring model with each component rated 1–5 (Hillson and Simon, 2020). The identified risks were grouped according to widely accepted risk taxonomies, which are strategic, operational, financial or compliance risks (Institute of Risk Management, 2018). The top three risks with the highest scores were continued drop in retail park footfall (16), failure to deliver organic ingredients when ordered in advance due to matters beyond Basil's control (15) and the top three risks with the same score (12), including low customer adoption, capacity overload during peak collection periods, and Basil's own digital skills and timeliness. Please refer to Appendix 2 for management options.
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The solution is feasible as there is no risk scored in the extreme band (20–25) and all the high scoring risks have practical, low cost mitigations. The approaches to reduce risk of adoption: soft launch, QR codes and staff remind; risk of capacity: restricting number of orders per collection time; risk of supply: limited pre-order menu for core products with a substitution policy. An established platform to process UK GDPR compliant data and PCI compliant payments is used to address compliance risk (Information Commissioner's Office, 2023). Click and collect drops the reliance on declining footfall which is an external risk that can't be controlled.
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The implementation is planned in twelve weeks (Appendix 3) on the basis of Kotter's principle of building initial successes before establishing larger (Kotter, 2012).

Phase 1 – Research and selection (weeks 1–2). Ask current customers what they want to order and where they want to get it and when; narrow down and choose a hosted platform; discuss budget. The consultant has a minor role in the running of the school.

Phase 2 – Build and configure (weeks 3-4). Take photos of products, upload a limited, controlled menu, fix prices, establish order cut-off times and 15-minute slots for collection, and set up payment processing. Authorities: external web provider, approved by Basil.

Phase 3 – Testing and training (5 weeks). Explain and practice order picking and order handover skills; run dummy transactions, verify data protection and refund policies. Responsibility: Basil and counter supervisor.

Phase 4 – Soft launch (weeks 6–7). Try out a small selection of food and only allow a few slots; advertise with QR codes in the store, email to loyal customers and window displays. Responsibility: counter supervisor.

Phase 5 – Review and refine (week 8). Review pilot information; modify slot size, cut-off times and menu range. Responsibility: Basil and consultant.

Phase 6 – Full launch and promotion (weeks 9-10). Enlarge the menu, create a workplace bulk order and market selectively at the neighboring industrial site. Responsibility: Basil.

Phase 7 – Monitoring (weeks 11–12). Weekly review of KPI data and scope phase-two delivery pilot. Responsibility: Basil.
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The sequence is designed to be incremental. The system is selected based on customer research to ensure the system is configured to meet the real customer demand and not based on assumption (Kotler and Keller, 2016). Technical build is outsourced because Basil's time is the most valuable and his value is in production. Training comes before launch to ensure that the service remains good, because if the first time they order and it fails, it would reduce the confidence of a loyal customer base. The soft launch minimizes exposures and it creates that initial visible win which helps people commit to change (Kotter, 2012). Checking prior to full launch allows for capacity constraints to become evident at low volumes. The 12 weeks is feasible and achievable without affecting daily baking of a micro business.
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KPI: The proportion of total weekly sales from the pre-order and click-and-collect channel, compared to a pre-launch baseline of 0% (Parmenter, 2020).

SMART objectives (Doran, 1981):

Smoothly implement click and collect by week 10.
Increase 20% of the weekly sales revenue with online sales within six months of full launch.
Create 300 customer accounts within first 3 months of complete launch.
Boost average weekly sales revenue by 10% from 2025 level within 6 months.
By month 4 have 95% of pre-orders available at the indicated collection time.
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Data will be collected each week from the channel platform dashboard and till system to monitor channel revenue, order volume, average transaction value, and on time fulfilment in comparison to the baseline. Basil will conduct a monthly review of actual performance against each of the SMART targets, while also running a brief quarterly survey of customer satisfaction, which will capture waiting times, and repeat intention. A combination of financial and customer-focused measures eliminates the dependency on one of the lagging indicators (Kaplan and Norton, 1996). If a target is missed by over 10%, corrective action will be taken, such as change the collection slots, expand the menu or promote the industrial site.

 
[bookmark: _Toc237863052]7. Summary of Key Findings
Structural change is the primary driver of the falling sales, rather than quality or price, with redundancies and hybrid working practices, and a higher share of retail park vacancies, all contributing to sales declines (Office for National Statistics, 2022).
The revenue gap is exacerbated by increasing fixed overheads and fluctuating costs of ingredients (VOI).
The main strategic shortcoming of the current model is reliance on physical traffic.
Among the various distribution methods, Grid Analysis preferred digital (97/125) and click-and-collect (97/125) over delivery (70/125).
Click and Collect alleviates unanswered telephone orders and peak waiting times, whilst maintaining Basil on site.
There were no extreme risks identified through the risk analysis, and all significant risks have low cost mitigations.
The solution is feasible because there's a 12 week implementation which is monitored with one clear KPI and five SMART objectives.
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[bookmark: _Toc237863054]APPENDIX 1 – Grid Analysis (Weighted Decision Matrix)
	Criterion
	Weight (1–5)
	S1 Click-and-Collect (0–5)
	S1 Weighted
	S2 Delivery (0–5)
	S2 Weighted

	Affordability of set-up cost
	5
	4
	20
	2
	10

	Operational feasibility (Basil remains onsite)
	5
	5
	25
	2
	10

	Revenue growth potential
	4
	3
	12
	4
	16

	Reach to lost customers (WFH / redundant)
	4
	2
	8
	5
	20

	Impact on operating margin
	4
	5
	20
	2
	8

	Speed of implementation
	3
	4
	12
	2
	6

	Total (max 125)
	25
	
	97
	
	70
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	No.
	Risk
	Category
	Likelihood (1–5)
	Impact (1–5)
	Score
	Mitigation

	1
	Continued decline in retail park footfall
	Strategic
	4
	4
	16
	Market to industrial site and residential catchment; reduce dependence on passing trade

	2
	Organic ingredient supply failure prevents fulfilment of pre-paid orders
	Operational
	3
	5
	15
	Restricted core pre-order menu; substitution policy; secondary supplier; automatic refunds

	3
	Low customer adoption of online ordering
	Strategic
	3
	4
	12
	Soft launch; in-store QR codes; staff prompting; first-order discount

	4
	Peak-time capacity overload / missed collection slots
	Operational
	3
	4
	12
	Cap orders per 15-minute slot; enforce cut-off times; review weekly

	5
	Basil's digital skills and time constraints
	Operational
	4
	3
	12
	Outsource build; train counter supervisor as system owner

	6
	Platform subscription and transaction fees erode margin
	Financial
	3
	3
	9
	Compare fixed-fee providers; set minimum order value; review at month 6

	7
	Data protection or payment security breach
	Compliance
	2
	5
	10
	Use established UK GDPR- and PCI-compliant platform; publish privacy notice



Scoring key: 1–5 low, 6–11 moderate, 12–19 high, 20–25 extreme.
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	Phase
	Activity
	Weeks
	Responsibility

	1
	Customer survey; platform shortlisting and selection; budget agreed
	1–2
	Basil / consultant

	2
	Product photography; menu upload; pricing; slot and cut-off configuration; payment set-up
	3–4
	Web provider (Basil approves)

	3
	Staff training; dummy transactions; GDPR and refund policies confirmed
	5
	Basil / counter supervisor

	4
	Soft launch: limited menu, capped slots, QR codes, email to loyal customers
	6–7
	Counter supervisor

	5
	Pilot review; adjust capacity, cut-off times and menu range
	8
	Basil / consultant

	6
	Full launch; workplace bulk-order option; targeted marketing to industrial site
	9–10
	Basil

	7
	Weekly KPI monitoring; scope phase-two delivery pilot
	11–12
	Basil
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