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Executive Summary
Basil’s Bakery, an artisan, organic-focused bakery in a Coventry retail park, has experienced persistent sales stagnation at roughly 25% below 2019 levels since 2023. Root causes are intertwined: structurally lower footfall driven by hybrid working and unit closures in the park; inflationary cost pressures; and internal constraints, notably the lack of digital pre-ordering and delivery capability that limits reach and throughput. Two solutions were evaluated: (A) launch a click-and-collect plus local delivery model via a lightweight digital ordering stack; and (B) reposition to a “destination bakery” with in-store experience upgrades and a refined premium range. Using a PMI evaluation, Solution A scores higher on addressable demand recovery, operational feasibility, cash efficiency, and time-to-impact. An implementation plan phases a 12-week rollout: platform selection and menu engineering; workflow redesign; pilot click-and-collect; courier partnerships; and scale-up with targeted local marketing. A primary KPI—weekly online orders—supported by SMART objectives on adoption, AOV, on-time fulfillment, and repeat rate will monitor effectiveness. Key findings: external headwinds will persist; digital access and demand shaping are controllable levers; a pragmatic, low-capex digital channel can recover a meaningful share of lost weekday demand while improving service for existing customers. Recommendations prioritize Solution A now, with selective elements of Solution B (range refinement and limited experiential events) once the digital channel stabilizes. (ONS, 2024; Benzaghta et al., 2021; Johnson et al., 2020)











Contents
1. Introduction	4
2. Case Overview and Problem Definition	4
3. Proposed Solutions	4
Solution A: Digital Pre‑Order (Click‑and‑Collect) + Local Delivery	4
Solution B: “Destination Bakery” Repositioning with Premium Range and In‑Store Experience	5
4. Evaluation (PMI) and Preferred Option	5
5. Implementation Plan	5
6. KPIs and SMART Objectives	6
SMART Objectives:	6
7. Recommendations	7
8. Conclusion	7
References	8
Appendix 1 — Task 3a) PMI Evaluation Tables	9
Solution A — PMI Evaluation	9
Solution B — PMI Evaluation	10
Appendix 2 — Task 4a) Implementation Plan	11
Appendix 3 — Task 5a) KPI and SMART Objectives	11
Headline KPI	11
SMART Objectives	12
















[bookmark: _Toc234583349]1. Introduction
Independent food retailers in the UK face a structurally altered demand landscape post-pandemic: hybrid work has durably reduced weekday footfall near offices and retail parks, while costs rose with inflation and energy shocks (ONS, 2024; BRC, 2024). For small bakeries, agility—especially digital ordering and last‑mile access—has become a primary success driver (Benzaghta et al., 2021; Deloitte, 2023; McKinsey, 2024). This report applies structured problem‑solving to Basil’s Bakery (LCLM4004 brief), proposing realistic options, evaluating them with the PMI technique, and outlining an actionable plan with KPIs to restore growth. The analysis also references PESTEL and cause‑and‑effect insights previously presented, focusing here on decisions and execution (Johnson et al., 2020; Dale et al., 2016).
[bookmark: _Toc234583350]2. Case Overview and Problem Definition
Basil’s Bakery (founded 2015) grew steadily until 2019, then declined during lockdown and never fully recovered; sales have plateaued ~25% below 2019 since 2023. Externally, reduced retail park traffic, hybrid work, and adjacent store closures depress visits; inflation and energy costs compress margins (ONS, 2024; BRC, 2024; FCA, 2024). Internally, the absence of delivery and a consistent pre‑order system creates friction and unmet demand from former regulars and WFH customers (Ishikawa lens: Methods/Machines gaps) (Dale et al., 2016; Ishikawa, 1985). Root problem: constrained access and throughput in a lower‑footfall environment, compounded by cost volatility (Johnson et al., 2020; ONS, 2024).
[bookmark: _Toc234583351]3. Proposed Solutions
[bookmark: _Toc234583352]Solution A: Digital Pre‑Order (Click‑and‑Collect) + Local Delivery
· Description: Implement an online ordering channel with scheduled pick‑up windows and radius‑limited delivery using partner couriers or driver‑owner model. Lightweight stack: order‑ahead app (e.g., Flipdish/GloriaFood/Square), integrated payment, simple inventory controls, and daily cut‑offs for specials. Target segments: WFH locals, office clusters on in‑office days, and loyal ex‑retail workers. (Deloitte, 2023; McKinsey, 2024)
· How it addresses the problem: Recovers weekday demand beyond walk‑in traffic; reduces queueing via timed pick‑ups; increases AOV via upsells and bundles; adds data for demand forecasting to mitigate waste and margin squeeze (Benzaghta et al., 2021; ONS, 2024).
[bookmark: _Toc234583353]Solution B: “Destination Bakery” Repositioning with Premium Range and In‑Store Experience
· Description: Elevate the on‑site experience (limited seating refresh, tasting weekends, seasonal patisserie line, coffee pairing), storytelling around organic provenance, and small local partnerships (markets/pop‑ups). Modest refit, menu engineering, and events calendar. (BRC, 2024; Deloitte, 2023)
· How it addresses the problem: Differentiates from supermarkets; draws discretionary journeys on weekends; improves gross margin mix through premium SKUs; leverages word‑of‑mouth for local brand salience (Johnson et al., 2020; McKinsey, 2024).
[bookmark: _Toc234583354]4. Evaluation (PMI) and Preferred Option
Using a PMI technique (Plus/Minus/Interesting) on feasibility, speed, capex, margin impact, and demand recovery potential, Solution A outperforms B on near‑term revenue lift and operational control. Pluses: fast to pilot (4–6 weeks), low capex, unlocks latent demand, queue reduction, richer data; Minuses: process change, delivery complexity, platform fees; Interesting: subscription pastry boxes and office catering on anchor days (Dale et al., 2016; Benzaghta et al., 2021). Solution B’s pluses (brand equity, premium margin) are offset by reliance on discretionary footfall and slower payback in a quieter park (Johnson et al., 2020; ONS, 2024). Preferred option: Solution A, with selective B elements later.
[bookmark: _Toc234583355]5. Implementation Plan
Objective: Launch a viable online order‑ahead and delivery channel within 12 weeks, with controlled scope and measurable milestones (Deloitte, 2023; McKinsey, 2024).
· Weeks 1–2: Platform selection and setup
· What: Compare 2–3 order‑ahead vendors; configure menu, tax, payment, slots; define delivery radius and fees.
· Who: Owner plus part‑time digital support.
· Weeks 2–4: Menu engineering and production workflow
· What: Define “order‑ahead suitable” SKUs; bake windows; packaging; cut‑offs; pilot AOV‑boost bundles.
· Who: Baker/owner; front‑of‑house lead.
· Weeks 4–6: Pilot click‑and‑collect
· What: Soft launch to loyalty base; test pickup windows; queue/load balancing; collect feedback.
· Who: All staff on rota; owner monitors metrics.
· Weeks 6–8: Add delivery (partner courier)
· What: Contract on‑demand courier (bike/car) or recruit one part‑time driver; set SLAs and on‑time targets.
· Who: Owner; assigned dispatcher role for peak hours.
· Weeks 8–12: Local marketing and scale
· What: Flyer drops to nearby neighborhoods, Google Business updates, social proof (UGC), office cluster offers on in‑office days; refine operations.
· Who: Owner; part‑time marketing support.
Rationale: Phasing reduces risk, stabilizes operations before adding delivery complexity, and times promotions to proven capacity. Courier partnership avoids vehicle capex and provides elasticity (Deloitte, 2023; McKinsey, 2024).
[bookmark: _Toc234583356]6. KPIs and SMART Objectives
Primary KPI: Weekly online orders (sum of click‑and‑collect and delivery). Reason: Directly captures channel adoption and is tightly linked to incremental revenue and process health (UAGC, n.d.; ProjectWizards, 2019).
[bookmark: _Toc234583357]SMART Objectives:
· Adoption: Achieve 120 weekly online orders by Week 12 post‑launch, from a baseline of 0, tracked in platform analytics (measurable, time‑bound) (UAGC, n.d.; Alchemer, n.d.).
· AOV: Reach an average online basket of £12.50 by Week 12 via bundles and upsells (measurable; relevant to margin) (Deloitte, 2023; McKinsey, 2024).
· Service: Maintain ≥92% on‑time pickup/delivery rate by Week 10 (attainable with slotting and courier SLAs) (ProjectWizards, 2019; UAGC, n.d.).
· Loyalty: Achieve ≥25% repeat online customers within 60 days of first order by Week 16 (tracked via customer IDs) (Alchemer, n.d.; Deloitte, 2023).
Use of Metrics: Weekly dashboard review to adjust slots, prep volumes, and courier capacity; A/B test bundles to lift AOV; service breaches trigger root‑cause checks (slot overbooking, courier handoff); cohort analysis tracks retention; these feed a monthly review against target trajectory (UAGC, n.d.; ProjectWizards, 2019; Alchemer, n.d.).
[bookmark: _Toc234583358]7. Recommendations
· Execute Solution A per the 12‑week plan; keep scope disciplined (limited SKUs suitable for order‑ahead; clear cut‑offs).
· Price delivery to cover variable costs (target contribution margin neutrality at minimum), using transparent distance‑based fees and order‑value free‑delivery thresholds to manage economics (McKinsey, 2024; Deloitte, 2023).
· Introduce two premium “destination” elements with low capex: a rotating weekend special and quarterly tasting pop‑ups to support word‑of‑mouth and content for digital channels (Johnson et al., 2020; BRC, 2024).
· Build a simple demand‑forecast loop using online orders and historical walk‑ins to reduce waste and stabilize organic input planning (ONS, 2024; Deloitte, 2023).
· After stabilization (circa Month 4+), reassess broader elements of Solution B (limited seating refresh) conditional on KPI traction and cash generation.
[bookmark: _Toc234583359]8. Conclusion
Basil’s core challenge—lower physical footfall amid higher costs—cannot be reversed, but its impact can be mitigated by opening a digital access path that meets customers where they are. A phased, low‑capex order‑ahead and local delivery channel directly addresses access frictions, supports better demand planning, and improves service quality. With clear KPIs and SMART targets, Basil can recover a meaningful slice of weekday demand, lift average order value, and create a foundation to selectively invest in premium experiential elements. The approach is pragmatic, data‑informed, and suited to a small independent bakery’s constraints and strengths.
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[bookmark: _Toc234583361]Appendix 1 — Task 3a) PMI Evaluation Tables
[bookmark: _Toc234583362]Solution A — PMI Evaluation
	Factor
	Plus (P)
	Minus (M)
	Interesting (I)

	Cost/Investment
	Low upfront platform cost vs. refit; quick to pilot.
	Transaction/platform fees reduce net margin.
	Volume-based pricing may improve unit economics.

	Demand Impact
	Recovers WFH and office-day demand; expands reach.
	Requires process change and staff training.
	Potential for subscription pastry boxes.

	Operations
	Slotting reduces queues; better forecasting from pre-orders.
	Delivery logistics add complexity (SLA breaches).
	Partner couriers can scale peak capacity.

	Financials
	Higher AOV via bundles/upsells; less waste.
	Risk of order c
	








[bookmark: _Toc234583363]Solution B — PMI Evaluation

	Factor
	Plus (P)
	Minus (M)
	Interesting (I)

	Brand/Positioning
	Differentiates with premium range and experience.
	Depends on discretionary trips in low-footfall area.
	Collaborations/pop-ups can amplify reach.

	Margin Mix
	Premium SKUs lift gross margin.
	Refit/events require cash and planning time.
	Seasonal “limited runs” create scarcity.

	Marketing
	Events create word-of-mouth and content.
	Slower time-to-impact than digital channel.
	Local media/UGC can compound over time.

	Operations
	In-store focus keeps processes simple.
	Doesn’t fix weekday access constraints.
	Hybrid approach with small seating refresh.
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	Task (WHAT)
	WHEN
	WHO
	Done

	1
	Select order-ahead platform; configure menu, tax, payment, pickup slots, delivery radius.
	Weeks 1–2
	Owner; digital support
	Done

	2
	Engineer SKUs for pre-order; packaging standards; cut-offs and bake windows; SOPs.
	Weeks 2–4
	Owner; baker; FOH lead
	Done

	3
	Soft-launch click-and-collect to loyalty list; test load/queues; collect feedback.
	Weeks 4–6
	All staff; owner monitors
	Done

	4
	Add local delivery via partner courier; define SLAs; set on-time tracking.
	Weeks 6–8
	Owner; dispatcher
	Done

	5
	Local marketing: flyers, Google Business updates, social proof, office-day offers.
	Weeks 8–12
	Owner; marketing support
	Done
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[bookmark: _Toc234583366]Headline KPI

	KPI
	Definition
	Rationale

	Weekly online orders
	Total click-and-collect + delivery orders per week
	Direct measure of adoption and revenue impact






[bookmark: _Toc234583367]SMART Objectives

	Objective
	Specific
	Measurable
	Attainable
	Relevant
	Time-bound
	Data Source

	Adoption
	Reach 120 weekly online orders
	Count per week
	Based on capacity and pilot
	Drives growth
	By Week 12 post-launch
	Platform analytics

	AOV
	Achieve £12.50 average basket
	Average order value
	Bundles/upsells feasible
	Improves margin
	By Week 12
	Platform analytics

	Service
	≥92% on-time pickup/delivery
	On-time %
	Slotting + SLAs
	Protects CX
	By Week 10
	Platform timestamps

	Loyalty
	≥25% repeat within 60 days
	Repeat rate
	Welcome flows/offers
	Sustains revenue
	By Week 16
	Customer IDs/cohorts
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