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Overview and Nature of the Problem
[bookmark: _Int_HIQV7ShT][bookmark: _Int_rebm80zD]Basil’s Bakery is an independent artisan business found in a retail park in Coventry, trading since 2015. After several years of year-on-year sales growth, turnover fell sharply during pandemic restrictions and has never recovered. Between 2023 and 2025, sales remained on average 25% lower than 2019 levels. The core problems include falling footfall due to shop closures and widespread hybrid working, rising overheads such as rent, utilities and ingredient costs, plus unmet customer demand for ordering options. If no changes are made, the business model is unlikely to remain viable in the long term (Burns, 2024).
The issues stem from a mix of permanent external changes and internal operational limits:
• Falling location activity: The retail park has become quieter, with rising empty units, fewer visitors, and loyal customers losing their jobs on-site.
• Changed working patterns: Many office staff now work from home several days a week, removing regular daily custom.
[bookmark: _Int_2sCR4HlV]• Unmet customer needs: Existing and former customers have asked for delivery and pre-order services, but these cannot be properly offered or managed because Basil is fully occupied baking on-site.
• Rising cost pressures: Rent, rates, utilities, insurance, and organic ingredient costs have risen, while organic sourcing also brings unpredictable pricing and supply risks.

Two Proposed Solutions 
Solution One: Launch an online pre-order and click-and-collect service
[bookmark: _Int_fMoofW2t]This would use a low-cost website tool or social media ordering system, allowing customers to select and pay for items in advance, then collect them at an agreed time. Basil would recruit one part-time assistant to help manage orders and counter service. This addresses long waiting times, helps keep customers who work from home some days, and gives Basil more accurate information to plan ingredient purchases and reduce waste (FSB, 2025).
Solution Two: Introduce third-party delivery and supply contracts with local businesses
This would involve partnering with local delivery providers or well-known platforms, plus approaching nearby offices and warehouses to supply regular bulk orders of sandwiches, breads, and pastries. This opens sales channels beyond people visiting the retail park directly and responds directly to customer requests for delivery services. However, it requires careful management to support product quality and profit margins (Storey, 2023).

Evaluation of Solutions and Selection 
3a PMI Analysis
[bookmark: _Int_SilFrpdB]For the pre-order service, the plus points include low setup costs, full control over operations and quality, no high commission fees, and a fast launch timeline. Minus points include limited reach to customers outside the local area and a need for extra staffing. Interesting factors include that it can be expanded gradually into delivery if successful later.
For delivery and business supply, the plus points include reaching a wider customer base and potential for steady recurring revenue. Minus points include high commission charges, extra travel or labour costs, and risks that products arrive damaged or stale. Interesting factors include opportunities to build long-term partnerships with larger local employers (Mullins, 2022).

3b Selection and Justification
The preferred choice is Solution One: pre-order and click-and-collect. This carries far lower financial risk at a time when costs are already rising and fits well with Basil’s wish to keep full oversight of production and quality. It directly resolves the issue of long waiting times, which has been putting customers off. According to Burns (2024), small businesses are most successful when they grow incrementally rather than taking on large new commitments all at once. Once this system is working well, Basil will have a clearer financial position and customer data to decide whether to add delivery later.

Implementation Plan and Rationale 
4a Implementation Plan
[bookmark: _Int_BX5OCwp1]The detailed plan table is shown in Appendix 2. Summary below:
	Stage
	Activity
	Timeline
	Responsible Person

	1
	Research and select an affordable ordering platform; design pre-order menu
	Weeks 1–2
	Basil + low-cost freelance support

	2
	Write job description, recruit, and train one part-time customer service assistant
	Weeks 3–4
	Basil

	3
	Promote the new service via social media, in-store notices, and email to existing contacts
	Week 5
	Basil and new staff member

	4
	Run a 4-week trial, collect feedback, and adjust the process as needed
	Weeks 6–9
	Whole team



4b Reasons for the Plan
[bookmark: _Int_jMUmEuMK]Activities are ordered to complete preparation before spending money on staffing or promotion, to avoid wasted resources. The timeline allows enough time to choose the right system and train staff without disrupting daily baking operations. Bringing in extra support means Basil can continue focusing on product quality rather than administrative tasks. This phased, test-first approach follows established change management principles for small businesses, reducing the chance of mistakes or unexpected costs (Burns, 2024).

KPIs, SMART Objectives and Monitoring
5a KPI and SMART Objectives
The main Key Performance Indicator selected is: Monthly sales revenue generated via pre-orders, alongside overall sales compared to the 2023–2025 baseline.
[bookmark: _Int_uKbgKJtC]The supporting SMART objectives are:
1. Specific, Measurable, Achievable, Relevant, Time-bound: Process at least 15 confirmed pre-orders per week by the end of the first 3 months of launch.
2. Increase total monthly sales revenue by at least 10% compared to the current stagnant levels, within 6 months.
3. Keep an average customer satisfaction score of 4.5 out of 5 for the new ordering service, measured via short feedback forms.
4. Keep the total extra monthly running costs of the service under £150, including platform fees and staffing adjustments (Hill, 2023).

5b Monitoring and Evaluation
[bookmark: _Int_kPzkIGnF][bookmark: _Int_Vt73tVwB][bookmark: _Int_RSjfewI7]Progress will be reviewed weekly using simple spreadsheets to track order numbers, sales value, and costs. Feedback will be collected in person and via a short online link sent with order confirmations. Full formal reviews will take place every month for the first six months. If targets are not met for two months running, Basil will investigate causes such as low awareness, a difficult ordering process, or unpopular menu items, and make changes accordingly. Using clear metrics helps ensure decisions are based on facts rather than assumptions, which is a core principle of effective business management (Kaplan & Norton, cited in Mullins, 2022).

Summary of Key Findings
[bookmark: _Int_fvgt16s4][bookmark: _Int_SzXBf0eu][bookmark: _Int_3tbLMivn][bookmark: _Int_gcE6gafs]Basil’s Bakery faces falling footfall, rising costs and unmet customer needs, leading to sales stuck 25% below pre-2020 levels. Two possible changes were assessed, and an online pre-order and click-and-collect service is recommended as the most sustainable and low-risk next step. A carefully phased launch and clear performance tracking will help ensure the change works well and delivers improved revenue. This builds the foundations for further growth once the business is more stable. Furthermore, the core strength of the business – its product quality and loyal customer base remains intact, but the operating environment has changed permanently, and the business has not yet adapted its ways of operating or selling.
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