[image: Person making dough]


Student Name: Etelvina Mate
Student ID: 2510385
Assignment Title: Basil's Bakery Business Consultancy Report
Programme: Certificate of Higher Education in Business Skills for the Workplace
Module Name: Problem Solving and Decision Making
Module Code: LCLM4004


Table of Contents
1. Overview of the Case Study	2
2. Proposed Solutions	2
Solution 1: Introduce a Delivery Service	2
Solution 2: Online Pre-Order and Click-and-Collect System	2
3. Evaluation of Solutions (PMI Analysis)	3
3a. PMI Evaluation	3
3b. Explanation of Results and Preferred Solution	3
4. Risk Analysis of the Selected Solution	4
4a. Risk Analysis	4
4b. Explanation of Results and Feasibility	4
5. Implementation Plan	4
5a. Implementation Plan	4
5b. Reasoning for Activities, Timings, Order and Responsibilities	5
6. Monitoring and Evaluation: KPI and SMART Objectives	5
6a. KPI and SMART Objectives	5
6b. Monitoring and Evaluating Effectiveness	6
7. Key Findings	7
References	8
Appendices	10
Appendix 1: Introduce a Delivery Service — PMI Analysis	10
Appendix 2: Online Pre-Order and Click-and-Collect — PMI Analysis	11
Appendix 3: Risk Analysis Table	13
Appendix 4: Implementation Plan Table	13

[bookmark: _Toc237639264]1. Overview of the Case Study
Basil bakery is a free-standing artisan bakery in a Coventry retail park, which opened in 2015 and is constructed on organic products and a dedicated local customer base of shoppers, retail workers and nearby office and warehouse employees. The sales increased consistently until 2020 when the COVID-19 restrictions led to a significant reduction in the number of people visiting. Sales do not recover after lockdown, and although trading resumes, the sales between 2023 and 2025 remain at about 25 percent lower than in 2019. Simultaneously, overheads like energy, rent and business rates are soaring, and the price of organic ingredients is fluctuating, causing the bakery to be jeopardised in the long-term (Cornwall Insight, 2024). This indicates a broader issue recorded in the resilience literature of small businesses that survival in the face of structural market changes is determined by how well a firm can change its business model and customer value proposition instead of they wait until trading conditions stabilise and get back to normal levels (Kotsios, 2023).
[bookmark: _Toc237639265]2. Proposed Solutions
[bookmark: _Toc237639266]Solution 1: Introduce a Delivery Service
Collaborating with an already existing delivery service (such as Deliveroo or Just Eat) would enable Basil to tap into the customer base that does not work in the retail park anymore or work at home several days of the week, without him leaving the kitchen. Public Sector Catering (2024) is reporting still high demand to order food to the workplace and home, and Centre for Cities (2025) is finding that hybrid work has substantially changed how spending moves out of city and retail centres in the week. The research on the food-buying behaviour of the nation reveals that the demand during weekdays is under constant stress due to the cost-of-living issues, which supports the argument that a more flexible and accessible-at-home service is needed (Mintel, 2025). This would aid Basil to regain a portion of this lost weekday trade.
[bookmark: _Toc237639267]Solution 2: Online Pre-Order and Click-and-Collect System
The easy online ordering system would allow the customers to book products ahead of schedule to collect them at a specified time, which will directly solve the issue related to the long queues during peak times and the failure of Basil to answer the phone at all times. Basil also has better visibility of anticipated demand through advance orders, which assists with production planning and minimising waste associated with unpredictable supply of organic ingredients and unpredictable prices, which Shropshire Star (2024) directly attributes to the disruption in harvest caused by climate change. This solution ensures that retains customers who work at home as they are able to schedule a collection visit based on their schedule.
[bookmark: _Toc237639268]3. Evaluation of Solutions (PMI Analysis)
[bookmark: _Toc237639269]3a. PMI Evaluation
The solutions are rated by applying the Plus, Minus, Interesting (PMI) decision-making and critical-thinking framework created by de Bono that demands each alternative to be assessed in terms of its advantages, disadvantages and issues that deserve additional consideration before a course of action is selected (Hatrabbits, 2025). This systematic analysis also resembles the more general Rational Decision-Making Model, which follows problem definition, generation of alternatives and criteria-based analysis followed by a final decision (BATD Academy, 2025). Delivery provides a good Plus it accesses lost customers, but the Minus is high, third-party commission usually claims 20-30% of order value and Basil cannot deliver himself. The pre-order/click-and-collect system is smaller with less consistent but significant Plus (less queuing, improved production planning, low cost) and manageable Minus (the marketing has to create customer awareness). Both solutions have longer-term, interesting possibilities, including brand exposure or customer data. A total score of +6 of the delivery service and +9 of the pre-order/click-and-collect system (see Appendix 1) is obtained by summing the results of each of the PMI categories (ranging between -3 and +3).
[bookmark: _Toc237639270]3b. Explanation of Results and Preferred Solution
According to the PMI analysis, the online pre-order and click-and-collect system is the preferred solution, achieving an overall score of +9 compared with +6 for the delivery service. It is a direct solution to an issue that has already been brought up by customers, has low initial investment, shields Basil margins against commissions, and is an aid in controlling the variability of cost of organic stock by enabling more accurate demand prediction. The delivery service is still appealing but will be more appropriate at a later stage when cash flow and capacity will enable the increased cost of delivery partnership to be absorbed.
[bookmark: _Toc237639271]4. Risk Analysis of the Selected Solution
[bookmark: _Toc237639272]4a. Risk Analysis
The pre-order/click-and-collect system risk analysis (Appendix 3) reveals that there are four key risks, which include low pre-order customer adoption, especially among less digitally confident customers; technical issues or downtime; no-show orders; and increased time pressure on Basil, who will have to balance orders and baking. All risks are categorised in terms of probability and effect, and mitigation measures are implemented including keeping phone ordering, selecting a good low-cost supplier, making a small deposit on pre-orders, and outsourcing order management to a part-time helper.
[bookmark: _Toc237639273]4b. Explanation of Results and Feasibility
All the risks identified are not characterised by the high likelihood and the high impact at the same time, which means that the risk profile is not critical. The independent UK food businesses are intensive users of low-cost ordering platforms, which ensure set-up costs remain in line with the budget of Basil. The solution is considered viable with the available resources of Basil and does not need a lot of new investment or expertise in order management due to the clear mitigations provided, especially the delegation of order management.
[bookmark: _Toc237639274]5. Implementation Plan
[bookmark: _Toc237639275]5a. Implementation Plan
The implementation plan will be implemented in ten weeks (Appendix 4). Weeks 1-2 will entail research and selection of pre-order/click-and-collect service provider and negotiating cost; low-cost providers targeting independent food business (such as Flipdash or Toast) usually have a subscription fee of approximately 30-50 a month instead of a commission on orders, which is within the means of Basil. Weeks 3-4 will be spent on the configuration of menu, pricing and collection time slots, and internal system testing. Staff training will be discussed in week 5 to be able to take orders with confidence. The week 6 will see a soft launch to the loyal and regular customers through in-store announcements and social media, where initial responses can be obtained with minimum risk. Weeks 7-8 will transition to complete public launch, with in-store signage, printed QR codes and local social media promotion, with a one-off launch marketing budget of around £100-150 to cover printed materials and increased posts. The weeks 9-10 will include looking at uptake, customer feedback and modifying the menu or process. The sharing of responsibility will be between Basil who will spearhead the product and pricing decisions and a part time assistant or family member who will handle day to day order processing to enable Basil to stick to baking.
[bookmark: _Toc237639276]5b. Reasoning for Activities, Timings, Order and Responsibilities
The staged design will reduce disturbance to daily activities and enable issues to be identified at an early stage. The pre-launch testing is to keep the promises of an unreliable service away and training the pre-soft launch is to ensure that the staff is ready to accommodate real orders. Starting with loyal customers will help mitigate reputational risk prior to broad promotion. Out-sourcing of order management will save Basil his time in baking, which is imperative considering his hands-on presence in production, and the estimated low cost will make the plan affordable in the cash flow of a small independent bakery.
[bookmark: _Toc237639277]6. Monitoring and Evaluation: KPI and SMART Objectives
[bookmark: _Toc237639278]6a. KPI and SMART Objectives
Key Performance Indicator (KPI): The share of the overall weekly sales based on the pre-order/click-and-collect system.
	SMART element
	Objective

	Specific
	Increase the use of Basil’s pre-order/click-and-collect system so that it generates 20% of the bakery’s overall weekly sales.

	Measurable
	Measure the percentage of weekly sales generated through the ordering platform using the platform’s sales reports. Performance will be formally compared with the 20% target each month.

	Achievable
	The target is achievable because the system provides customers with a convenient way to order products in advance and collect them at a suitable time, while also helping Basil improve demand and production planning.

	Relevant
	The objective is relevant because the click-and-collect system is intended to reduce queuing, improve customer convenience and provide better stock and production forecasting.

	Time-bound
	Achieve the target of 20% of overall weekly sales through the pre-order/click-and-collect system within six months of full implementation.



[bookmark: _Toc237639279]6b. Monitoring and Evaluating Effectiveness
The exported weekly sales data from the ordering platform will be collected and compared with the 20% sales target. Performance will be formally reviewed each month against the rolling baseline to identify whether the system is progressing towards the six-month objective. Short customer feedback surveys will also be conducted at the point of collection to assess satisfaction and identify barriers to using the service. A wider review will be completed after three months to determine whether promotional activity, collection cut-off times or other aspects of the system need to be adjusted. If performance is below the expected level at the three-month review, Basil will increase promotion or modify the collection process. If the 20% target is achieved within six months, Basil can then assess whether the business has sufficient demand and capacity to consider introducing a delivery service at a later stage.
[bookmark: _Toc237639280]7. Key Findings
· The fall in sales of Basil Bakery occurs due to structural changes rather than a post-lockdown sales downturn: low traffic in the retail park, closed-down neighbouring shops and work-from-home (Just Style, 2025; PwC, 2024).
· Increasing energy prices, rent, business rates and fluctuating prices of organic ingredients are squeezing margins and declining sales (ONS, 2025).
· Delivery and pre-ordering are already demanded, indicating a latent demand of more flexible services among customers.
· The pre-order/ click-and-collect system scores +9 on a de Bono PMI evaluation, versus +6 on delivery, making it the choice of solution, as it is the less expensive and less risky one.
· There is no high likelihood, high impact risks in risk analysis; the solution is viable with simple mitigations at a low projected cost (approximately £30-50 per month subscription and one upfront cost of 100-150 launch marketing).
· The implementation of a new service will be conducted over ten weeks in phases to be monitored by sales-share KPI to present a low-risk path to test and entrench the new service and then look at delivery in the future.
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[bookmark: _Toc237639283][bookmark: _Hlk237638007]Appendix 1: Introduce a Delivery Service — PMI Analysis
	Plus (+)
	Score
	Minus (–)
	Score
	Interesting / Implications (?)
	Score

	Recaptures customers who now work from home or no longer work in the retail park
	+3
	Delivery platforms may charge relatively high commission fees, reducing Basil's profit margin
	–3
	Delivery-app listings could increase Basil's brand visibility and generate customer reviews
	+3

	Creates a new revenue stream by making bakery products available beyond the retail park
	+2
	Basil cannot provide deliveries himself and would therefore depend on a third-party delivery provider
	–2
	Customer orders and reviews could provide useful information about customer preferences and buying patterns
	+2

	Extends Basil's market reach to homes and workplaces outside the immediate retail-park customer base
	+1
	The service would require marketing and customer adoption before it generates sufficient additional sales
	–1
	Delivery could provide a future platform for expanding Basil's business beyond its current physical location
	+1

	Total Plus = +6
	
	Total Minus = –6
	
	Total Interesting = +6
	




Final PMI Score – Solution 1
+6 + (–6) + +6 = +6
Therefore:
Delivery Service PMI Score = +6
[bookmark: _Toc237639284]Appendix 2: Online Pre-Order and Click-and-Collect — PMI Analysis
	Plus (+)
	Score
	Minus (–)
	Score
	Interesting / Implications (?)
	Score

	Reduces queues during busy periods by allowing customers to order before arriving
	+3
	Some customers may be less digitally confident and may need assistance or alternative ordering methods
	–2
	Advance orders provide useful customer and purchasing data that could support future stock planning and loyalty activities
	+2

	Improves production and stock planning because Basil can see demand in advance
	+2
	Technical problems or system downtime could prevent customers from placing or receiving orders
	–1
	The system could provide a foundation for introducing a delivery service at a later stage
	+2

	Allows customers, including people working from home, to select a convenient collection time
	+2
	Managing online orders alongside baking could increase Basil's workload during busy periods
	0
	Online ordering could improve the bakery's overall customer experience and encourage repeat purchases
	+1

	Total Plus = +7
	
	Total Minus = –3
	
	Total Interesting = +5
	



Final PMI Score – Solution 2
+7 + (–3) + +5 = +9
Therefore:
Online Pre-Order and Click-and-Collect PMI Score = +9
Final Comparison
	
Proposed Solution
	Plus
	Minus
	Interesting / Implications
	Final PMI Score

	Solution 1: Delivery Service
	+6
	–6
	+6
	+6

	Solution 2: Online Pre-Order & Click-and-Collect
	+7
	–3
	+5
	+9



Decision
The +9 PMI score for the Online Pre-Order and Click-and-Collect System also comes across as the preferred solution, whereas delivery service comes in at +6. The higher score means that click-and-collect offers a better overall mix of pros and cons, and long-term impacts. 
This also aligns with the case evidence: Queuing, visibility of the advance demand, production planning and customers working from home are highlighted within the case evidence, which are directly linked to the click and collect system. The assessment guidance also requires students to make comparisons and make evidence-based judgments about alternatives not just describe a solution.

[bookmark: _Toc237639285]Appendix 3: Risk Analysis Table
	Risk
	Likelihood
	Impact
	Mitigation

	Low customer uptake / digital exclusion
	Medium
	Medium
	Retain phone/in-person ordering; in-store signage, QR codes and staff prompt to build awareness

	Technical failure/downtime
	Low
	Medium
	Choose an established, low-cost provider with support; test thoroughly before launch

	Order no-shows
	Medium
	Low
	Small non-refundable deposit or card pre-authorisation on pre-orders

	Time pressure on Basil managing orders and baking
	Medium
	Medium
	Assign order management to a part-time assistant/family member; set order cut-off times


[bookmark: _Toc237639286]Appendix 4: Implementation Plan Table
	Week
	Activity
	Responsibility
	Output

	1-2
	Research and select pre-order/click-and-collect provider; agree costs
	Basil (owner)
	Provider selected and contracted

	3-4
	Configure menu, pricing and cut-off times; test the system internally
	Basil and assistant
	Working, tested ordering system

	5
	Train staff on order handling and customer queries
	Assistant/family member
	Staff confident using system

	6
	Soft launch to loyal/regular customers through in-store notice and social media
	Basil and assistant
	Initial orders and feedback

	7-8
	Full public launch; in-store signage, QR codes, local promotion
	Basil and assistant
	Increased order volumes

	9-10
	Review uptake, gather feedback and adjust menu/process
	Basil
	Refined, stable service
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