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1. Abstract
This report investigates post-pandemic sales stagnation at Basil’s Bakery, where revenues remain 25% below 2019 baseline levels. Using introductory management tools including 5W2H, PESTLE, and Ishikawa (Fishbone) analysis, the primary root cause was identified as reduced footfall in the retail park and peak-hour serving bottlenecks. Two potential solutions were evaluated using a Plus, Minus, Interesting (PMI) framework. Solution 1 (Digital Modernisation) was chosen as the most viable approach. A clear three-month implementation roadmap, risk table, SMART targets, and Key Performance Indicators (KPIs) are provided to help restore sales growth and ensure business survival.
2. Introduction
Small independent businesses in the UK retail sector face major external challenges following the pandemic, including changing consumer shopping habits and rising operating costs. Effective business decision-making requires structured problem analysis so that owners make choices based on clear evidence rather than assumptions (Johnson, Scholes and Whittington, 2017). Basil’s Bakery is an artisan bakery opened in 2015 within a Coventry retail park, specializing in organic breads, cakes, and pastries.
Since 2020, sales at the bakery have remained 25% below pre-pandemic levels. Rising rent, utility bills, and ingredient costs now place the business under financial pressure. The purpose of this consultancy report is to diagnose the bakery's operational problems using simple management tools (5W2H, PESTLE, Fishbone), evaluate two solution options through a PMI decision matrix, and recommend a clear, step-by-step implementation plan to recover lost revenue.
3. Nature and Scope of Basil’s Bakery Problems
To understand why sales have dropped, three structured management tools were applied to map the bakery's internal and external challenges.
3.1 5W2H Problem Definition Matrix
The 5W2H framework breaks down the operational challenge into seven simple analytical questions (Slack, Brandon-Jones and Johnston, 2019):
	Question
	Operational Diagnostic Detail

	What?
	Sales revenue has stagnated at 25% below 2019 baseline levels while operating expenses continue to rise.

	Who?
	Basil (Owner/Master Baker) and lost core customer groups, mainly local office workers and retail shoppers.

	When?
	Issues began following 2020 pandemic lockdowns and have continued into ongoing operations.

	Where?
	Basil's Bakery, situated within a commercial retail park in Coventry, UK.

	Why?
	Fewer passing shoppers due to permanent hybrid working and local shop closures in the retail park.

	How?
	Lack of delivery service options and long customer queues during morning peak hours.

	How Much?
	Total sales revenue remains stuck 25% lower than 2019 levels, threatening long-term cash flow.



3.2 PESTLE Analysis
The PESTLE tool examines external macro-environmental factors affecting the retail shop (Kotler and Armstrong, 2020):
Political: Changes in local council business rates and shifting UK government support grants for small high-street businesses.
Economic: High inflation rates, rising flour and butter costs, higher energy bills, and reduced consumer spending power.
Social: Widespread transition to hybrid and work-from-home (WFH) schedules, reducing morning foot traffic.
Technological: Increased customer reliance on mobile ordering apps (e.g., Deliveroo, Just Eat) and click-and-collect systems.
Legal: Mandatory food safety hygiene compliance and commercial property leasing legal standards.
Environmental: Vacant neighbouring units in the retail park lowering general footfall and organic supply chain disruptions.
3.3 Fishbone Diagram (Cause-and-Effect Analysis)
The Ishikawa (Fishbone) model categorises the internal root causes behind the 25% sales gap across six operational areas (Oakland, 2014):
People: Fewer office workers visiting the park due to remote working; staff busy during peak morning rushes.
Environment: Reduced pedestrian activity across the Coventry retail park due to empty shop fronts.
Technology: Complete absence of an online ordering platform or third-party delivery partnership.
Costs: Higher monthly energy bills and overheads narrowing profit margins.
Materials: Price spikes for organic ingredients making stock management difficult.
Process: Slow counter service and queue delays during morning peak hours leading to lost walk-away sales.
4. Strategic Options Analysis
4a. Solution 1: Digital Modernisation
This option shifts the bakery from relying solely on walk-in customers to using digital ordering systems. Expanding into online channels allows small businesses to reach new local customers efficiently (Chaffey and Ellis-Chadwick, 2019).
Delivery App Onboarding: Partnering with platforms such as Deliveroo or Uber Eats to serve home workers within 3–5 miles.
Click-and-Collect Portal: Setting up a simple web page where commuters order and pay in advance, eliminating counter waiting times.
Local Social Media Marketing: Running targeted Facebook and Instagram promotions focused on local Coventry workers.
4b. Solution 2: Staff Recruitment
This option aims to remove service delays by expanding the workforce to improve service speed and operational capacity (Armstrong and Taylor, 2020).
Front-of-House Staff: Hiring extra morning counter staff (07:30–10:30) to take orders and serve coffee quickly.
In-House Delivery Driver: Employing a driver to handle local corporate business orders without paying app platform fees.
Part-Time Sales/Marketing Helper: Hiring a staff member to handle local advertising and seek lunch catering contracts.
5. PMI Decision Framework & Solution Selection
5.1 PMI Evaluation Matrices
The Plus, Minus, Interesting (PMI) model provides a structured tool to compare both options objectively (De Bono, 1999):
Table 1: PMI Analysis for Solution 1 (Digital Modernisation)
	Plus (+)
	Minus (-)
	Interesting (?)

	• Reaches remote workers (+7)
• Recaptures lost sales (+5)
• Cuts morning counter queues (+5)
	• High app fees (25%-30%) (-5)
• Less transit quality control (-6)
• Setup & software costs (-6)
	• Gathers order data (+5)
• Enables special offers (+5)

	Total Score: +17
	Total Score: -17
	Total Score: +10




Table 2: PMI Analysis for Solution 2 (Staff Recruitment)
	Plus (+)
	Minus (-)
	Interesting (?)

	• Reduces peak queues (+5)
• Retains 100% margin (+7)
• Direct corporate outreach (+4)
	• Higher fixed payroll costs (-9)
• Management/training time (-7)
• Idle staff in afternoons (-8)
	• Helps with seasonal orders (+4)
• Better in-person service (+4)

	Total Score: +16
	Total Score: -24
	Total Score: +8




5.2 Strategic Selection Justification
Based on the PMI matrix results (Net Score +10 vs 0), Solution 1: Digital Modernisation is selected as the best strategic choice for Basil's Bakery.
1. Addresses Root External Cause: The problem analysis shows that footfall in the retail park has fallen permanently due to work-from-home habits. Digital ordering allows the bakery to reach customers in their homes and offices, overcoming physical location limits.
2. Financial Viability: Solution 2 adds permanent wage costs regardless of daily sales. In contrast, delivery app fees are variable costs incurred only when sales occur, preserving cash flow.
3. Operational Flow: Click-and-Collect directly solves the counter queue problem identified in the Fishbone diagram during peak morning hours.
6. Risk Analysis
Managing operational risks is essential when implementing digital changes (Mullins, 2016):
	Identified Risk
	Impact Level
	Mitigation Action Plan

	High delivery app commission fees
	Medium
	Adjust online delivery prices slightly to offset platform fees while keeping in-store prices competitive.

	Food damage during delivery transit
	High
	Use custom eco-friendly sturdy packaging boxes to ensure cakes and pastries arrive intact.

	Technical errors with pre-orders
	Low
	Choose a simple, widely-used web portal software with reliable customer technical support.



7. Implementation Plan
The proposed digital transition will follow a structured 3-month roadmap:
	Month 1: Digital Setup
Build Click-and-Collect website & complete app sign-ups.
	Month 2: Operations & Ads
Train staff on digital orders & launch local social media ads.
	Month 3: Launch & Review
Go live with ordering, track weekly orders & review KPIs.



8. Key Performance Indicators (KPIs)
To measure project success, three core performance metrics will be monitored (Parmenter, 2015):
Revenue Recovery: Increase weekly sales revenue by 20% within 6 months of launch.
Queue Times: Maintain average in-store customer wait times under 3 minutes during morning peak hours.
Online Volume: Achieve a minimum of 150 online orders (Click-and-Collect and delivery combined) per week by Month 4.
9. SMART Objectives
The strategic goals for Basil's Bakery follow the SMART criteria (Drucker, 2007):
Specific: Launch an online Click-and-Collect website and third-party delivery app service.
Measurable: Fully recover the 25% sales loss compared to 2019 baseline levels.
Achievable: Expand the customer target area to a 3–5 mile radius around Coventry.
Relevant: Directly solves the issue of declining retail park footfall.
Time-Bound: Achieve target sales recovery within 6 months of digital launch.
10. Conclusion
The 25% sales decline at Basil’s Bakery is primarily caused by external shifts in customer habits and lower foot traffic in the Coventry retail park. While hiring extra staff would help speed up counter service, it introduces high fixed wage costs without bringing in new shoppers. Digital Modernisation offers a practical, lower-risk solution that connects the bakery directly with local home workers and busy commuters. By implementing Click-and-Collect ordering, partnering with delivery platforms, and monitoring KPIs closely, Basil’s Bakery can recover lost income and secure long-term business stability.
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