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Executive Summary
Basil’s Bakery is a small independent bakery in a Coventry retail park. The business has built its reputation around contemporary cakes, pastries and breads made with high-quality organic ingredients. Although annual sales increased after the business opened in 2015, the COVID-19 lockdown caused a major fall in footfall and sales in 2020. More importantly, performance did not return to pre-pandemic levels. From 2023 to 2025, sales remained approximately 25% below the 2019 level. The main causes are reduced retail-park footfall, closure of neighbouring shops, redundancies among local workers and increased home working. At the same time, Basil faces higher rent, business rates, insurance and unpredictable organic ingredient costs. This report evaluates two solutions: an online pre-order and local delivery service, and a corporate catering and subscription service. PMI analysis recommends the first option because it responds directly to existing customer requests and can extend the bakery’s market beyond physical footfall.

1. Introduction and Overview of the Problem
Basil’s Bakery was established in 2015 and initially benefited from increasing annual sales. Its location attracts shoppers as well as office and warehouse workers from the adjacent industrial site. However, the business model is now under pressure. The retail park has become quieter than it was in 2019, some neighbouring shops have closed and some former customers have either lost their jobs or now work from home. Consequently, fewer people visit the bakery for lunch or other purchases.
The case also identifies an operational problem: customers have requested delivery and pre-ordering, but Basil cannot currently provide delivery and cannot always fulfil pre-orders during busy periods. Therefore, the central problem is not simply falling sales; it is the bakery’s dependence on physical footfall and a sales process that does not fully respond to changing customer behaviour. A suitable solution should increase access to customers, improve convenience and support more predictable production while remaining affordable for a small independent business.

2. Proposed Solutions
Solution 1: Online Pre-order and Local Delivery
The first solution is to introduce a simple online ordering system combined with local delivery and scheduled collection. Customers could order bread, pastries, cakes and lunch products in advance and choose a collection slot or delivery within a limited Coventry area. This directly addresses requests already made by loyal customers. It would also make the bakery accessible to people working from home who no longer visit the retail park regularly.
Pre-orders would improve demand forecasting. Basil could use advance orders to plan production and reduce the risk of producing too much unsold stock. A delivery charge and minimum order value could protect profit margins. The service should initially operate on selected days and within a limited area, allowing Basil to test demand without making a large investment. In the longer term, online ordering could support customer databases, loyalty offers and targeted digital marketing (Kotler et al., 2022).

Solution 2: Corporate Catering and Subscription Service
The second solution is to develop a B2B corporate catering and subscription service aimed at nearby offices, warehouses and other organisations. Basil could offer breakfast boxes, pastry trays, lunch packages, cakes and meeting catering. Businesses could place recurring weekly or monthly orders, creating a more predictable revenue stream.
This solution makes use of Basil’s existing products and the bakery’s location near an industrial area. It could also reduce dependence on individual retail customers. However, the approach would require active sales and marketing, relationship management and potentially more structured delivery arrangements. Corporate customers may negotiate prices or require discounts, which could reduce margins. It may also take time to secure enough contracts. Nevertheless, successful subscriptions could provide stable repeat business and create opportunities for larger event orders.

3a. PMI Evaluation
A PMI analysis was used to compare the alternatives. The PMI technique considers the Plus, Minus and Interesting aspects of an option (de Bono, 1992). Each factor is scored from 1 to 5. For Plus and Interesting, 5 represents a very strong benefit or opportunity. For Minus, 5 represents a major disadvantage or risk. The overall PMI score is calculated as: Plus total + Interesting total – Minus total.

Appendix 1 – PMI Evaluation Tables

Solution 1: Online Pre-order and Local Delivery

	Plus
	Score
	Minus
	Score
	Interesting
	Score

	Meets existing customer demand for delivery
	5
	Delivery costs
	3
	Can reach customers working from home
	5

	Increases customer convenience
	5
	Additional staff workload
	3
	Online customer data can support marketing
	4

	Can increase sales revenue
	5
	Technology costs
	2
	Can expand delivery area in future
	4

	Reduces dependence on retail-park footfall
	5
	Risk of delivery delays
	3
	Can reduce food waste through pre-orders
	5

	Improves customer retention
	4
	Potential technical problems
	2
	Can introduce loyalty schemes online
	4

	TOTAL
	24
	TOTAL
	13
	TOTAL
	22



Overall PMI Score – Solution 1: 24 + 22 – 13 = 33.

Solution 2: Corporate Catering and Subscription Service
	Plus
	Score
	Minus
	Score
	Interesting
	Score

	Can generate larger orders
	5
	Requires additional marketing
	3
	Potential for recurring contracts
	5

	Creates more predictable revenue
	5
	Corporate customers may request discounts
	3
	Can develop long-term business relationships
	5

	Reduces dependence on retail customers
	4
	Requires time to obtain customers
	4
	Can expand into event catering
	4

	Makes better use of bakery capacity
	4
	Losing a major customer could affect sales
	3
	Subscription packages could improve forecasting
	4

	Can increase brand awareness
	3
	More complex delivery arrangements
	3
	Opportunity to target local offices and warehouses
	5

	TOTAL
	21
	TOTAL
	16
	TOTAL
	23



Overall PMI Score – Solution 2: 21 + 23 – 16 = 28.

3b. PMI Results and Preferred Solution
Solution 1 achieved a Plus total of 24, a Minus total of 13 and an Interesting total of 22. Its overall score is therefore 33. The strongest advantages are its direct response to customer demand, ability to increase convenience and potential to reach home-working customers. Its main disadvantages are delivery costs, additional workload and possible delivery problems.
Solution 2 achieved a Plus total of 21, a Minus total of 16 and an Interesting total of 23, giving an overall score of 28. It has strong potential for recurring revenue and business relationships, but it requires more marketing effort and has greater uncertainty about obtaining contracts. On the basis of the PMI results, Solution 1 is preferred. This decision is also consistent with the case evidence because customers have already asked for delivery and pre-ordering.

4a. Risk Analysis of the Selected Solution
The recommended online pre-order and delivery service has several manageable risks. Technology failure could prevent customers placing orders; delivery delays could damage customer satisfaction; and insufficient staff could create workload pressures. There is also a risk that delivery costs exceed the additional revenue generated. Food quality may deteriorate during delivery, while incorrect orders could result in refunds and complaints. Finally, low initial customer adoption could mean that the investment does not produce sufficient sales. These risks should be monitored throughout implementation.


Appendix 2 – Risk Analysis Table 

	What could cause the risk?
	Likelihood
	Impact
	How to reduce likelihood
	How to minimise impact

	Technology/system failure
	Medium
	Lost orders and customer dissatisfaction
	Use a reliable platform and test it regularly
	Accept telephone/in-store orders temporarily

	Delivery delays
	Medium
	Customer complaints and reputational damage
	Use fixed slots and a limited delivery area
	Contact customers quickly and offer suitable remedy

	Insufficient staff
	Medium
	Overwork and slower service
	Allocate responsibilities and introduce the service gradually
	Limit daily delivery orders or use part-time support

	Food quality deteriorates
	Low
	Refunds and loss of trust
	Use suitable food-grade packaging
	Replace damaged products or refund customers

	Delivery costs too high
	Medium
	Reduced profitability
	Set minimum order values and delivery charges
	Review routes and restrict unprofitable areas

	Low customer adoption
	Medium
	Low return on investment
	Promote the service to existing customers
	Adjust promotions, prices and product range

	Incorrect or missed orders
	Medium
	Complaints and extra costs
	Use order confirmations and dispatch checklists
	Correct orders quickly and offer replacement/refund

	Increased food waste
	Low–Medium
	Higher costs
	Use pre-order information for production planning
	Use end-of-day promotions for suitable surplus



4b. Feasibility of the Selected Solution
Solution 1 is feasible because it can be introduced gradually rather than requiring a major transformation of the bakery. Basil can start with a basic ordering platform, a small delivery area, limited delivery days and a small number of products. Minimum order values and delivery charges can protect margins. The service also responds to a clearly identified customer request, which reduces market uncertainty. Existing bakery production facilities can continue to be used, so the main additional resources are technology, packaging, delivery arrangements and staff time. Overall, the solution is operationally and commercially feasible if Basil controls the scale of the launch.

5a. Implementation Plan


	Phase/Timing
	Activity
	Responsibility

	Weeks 1–2
	Define target customers, delivery area, product range, budget and objectives
	Basil

	Weeks 2–4
	Select and configure online ordering platform; upload products and prices
	Basil / IT support

	Weeks 4–6
	Purchase packaging, create procedures and train staff
	Basil / bakery staff

	Weeks 6–7
	Pilot the service with selected existing customers
	Basil / delivery staff

	Weeks 7–9
	Promote through shop signage, social media and customer communications
	Basil

	Week 9
	Official service launch
	Basil

	Weeks 10–12
	Monitor sales, delivery performance, complaints and profitability
	Basil

	Week 12
	Review results and decide on improvements or expansion
	Basil



5b. Rationale for Implementation Activities
The order of activities reduces risk because Basil tests the service before committing to full operation. A limited pilot can identify technology, packaging or delivery problems while the number of orders is still manageable. Training and clear responsibilities are important because Basil already experiences difficulty fulfilling pre-orders during busy periods. Marketing should begin close to launch so customers understand the service and know how to use it. Finally, performance data should guide decisions about whether the service should be expanded, modified or restricted. This staged approach follows the principle of managing implementation through defined activities, responsibilities and monitoring (Project Management Institute, 2021).

6a. KPI and SMART Objectives
The main KPI will be monthly online and delivery sales as a percentage of total monthly sales. This directly measures whether the new service contributes to the bakery’s financial recovery. SMART objectives should be specific, measurable, achievable, relevant and time-bound (Doran, 1981).

	SMART objective
	Measure / deadline

	Launch an online pre-order and local delivery service
	Within 9 weeks of project approval

	Achieve online and delivery sales equal to at least 10% of total monthly sales
	Within 6 months of launch

	Achieve at least 95% on-time delivery performance
	During the first 6 months

	Maintain order accuracy of at least 98%
	During the first 6 months



6b. Monitoring and Evaluation
Basil should review the KPI monthly and compare online/delivery sales with total sales and the 2019 baseline. Management should also monitor the number of online orders, average order value, delivery cost per order, repeat purchase rate, customer complaints, on-time delivery and order accuracy. Customer feedback should be collected after delivery. If sales are below target, Basil should review product selection, pricing, delivery charges and promotional activity. If demand exceeds capacity, delivery slots can be increased only when the additional revenue covers the extra labour and delivery costs. A six-month review should determine whether the service should be expanded.

7. Key Findings
Basil’s sales remain approximately 25% below the 2019 level.
Reduced retail-park footfall and home working have weakened the traditional customer base.
Customers have already requested delivery and pre-ordering.
Solution 1 provides online ordering, scheduled collection and local delivery.
Solution 2 develops corporate catering and recurring subscriptions.
PMI scoring gives Solution 1 a higher score of 33 compared with 28 for Solution 2.
Solution 1 is recommended because it directly responds to customer demand and can be introduced gradually.
Key risks include delivery costs, technology failure, staff workload and delays.
A 12-week implementation plan allows Basil to test and refine the service.
The main KPI is online/delivery sales as a percentage of total sales, supported by SMART service-quality targets.
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