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Overview 
Basil’s Bakery is an independent artisan bakery located in a Coventry retail park, established in 2015 and specialising in high‑quality organic breads, cakes and pastries. Following consistent sales growth until 2019, turnover fell sharply during the 2020 lockdown and has stagnated at 25 % below pre‑pandemic levels since 2023. The core problem is sustained underperformance caused by reduced footfall from retail closures, remote working patterns, and lost loyal customers, combined with rising overheads, volatile organic ingredient costs, and unmet customer demand for delivery and pre‑order services. The business model is no longer viable in its current form, and Basil requires evidence‑based changes to restore profitability and long‑term sustainability (Basil’s Bakery Case Study, 2026).
















Introduce Online Pre-ordering and local delivery service 
This solution would set up a simple website or social media booking system allowing customers to pre‑order items for collection or same‑day delivery within a three‑mile radius of the retail park. Basil could use a part‑time delivery driver or third‑party partner for small orders, freeing up his time to focus on baking while meeting existing requests for convenience. This directly addresses reduced footfall by reaching customers who now work from home or have left the retail park, reduces lost sales from long waiting times, and creates a new revenue stream independent of passing trade. According to Chaffey and Ellis‑Chadwick (2022), local delivery services can increase small food business revenue by 15–30 % by expanding reach beyond physical premises.

Develop corporate catering and workplace supply contracts 
This option would target nearby industrial estates, offices and retail units to provide regular breakfast boxes, lunch platters and bulk bread orders. Basil would offer fixed weekly or monthly contracts tailored to client needs, with scheduled drop‑offs at quieter times to avoid disrupting baking operations. This diversifies income away from casual shoppers, creates predictable sales volumes to improve ingredient budgeting, and builds long‑term customer loyalty. Slack et al. (2021) note that business‑to‑business contracts significantly reduce demand volatility for food producers, making overhead and stock planning far more reliable.








PMI Evaluation of solutions 
Solution 1 pre-ordering and delivery 
Pluses: Meets confirmed customer requests; expands reach beyond the retail park; reduces lost sales from long queues; works with existing product range; low upfront cost for basic online tools.
Minuses: Requires extra management time for order processing; adds delivery costs and logistics risks; potential delays impact brand reputation; may need price increases to cover expenses.
Implications: Can be launched quickly but carries ongoing operational costs and requires consistent marketing to maintain orders (Mullins and Christy, 2023).

Solution 2 Corporate catering contracts 
Pluses: Provides predictable, bulk orders; reduces stock waste; spreads fixed overheads across higher volume; builds long‑term income; less dependent on daily footfall.
Minuses: Needs time to secure and negotiate contracts; requires larger batch baking; may need product adjustments to suit workplace needs; slower return on investment.
Implications: Delivers greater long‑term stability but takes longer to generate new revenue (Johnson et al., 2020).







Preferred solution selection 
The preferred solution is Solution 1: Online Pre‑Ordering and Local Delivery, supported by targeted corporate catering outreach. This choice is driven by several key factors: first, it directly addresses the specific requests from existing loyal customers, reducing the risk of losing them entirely. Second, it can be implemented within weeks, delivering faster revenue growth while corporate contracts are pursued. Third, it complements Basil’s existing focus on small‑batch artisan products rather than requiring large‑scale production changes. Finally, it addresses both falling footfall and waiting‑time complaints, creating a more resilient business model without excessive upfront investment. As noted by Kotler and Armstrong (2021), adapting to proven customer preferences is the most effective way to restore sales in declining retail environments.















Implementation Plan
	Stage
	Activity
	Timeline
	Responsibility

	1
	Set up simple online pre‑order system via website/social media; design menu and delivery terms
	Weeks 1–2
	Basil / freelance web support

	2
	Source delivery partner or recruit part‑time driver; confirm delivery radius and pricing
	Weeks 2–3
	Basil

	3
	Test system with loyal customers; resolve issues with ordering, timing and packaging
	Weeks 3–4
	Basil / volunteer customers

	4
	Launch service; promote via social media, noticeboards and local business groups
	Weeks 4–6
	Basil

	5
	Monitor sales, feedback and costs; adjust pricing or delivery areas as needed
	Ongoing
	Basil













Rationale for implementation 
The plan follows a logical sequence to minimise disruption and risk. Setting up the system first ensures the service is functional before promotion, while testing with existing customers prevents negative experiences for new users. Launching before full marketing allows gradual scaling, so Basil does not take on orders he cannot fulfil. Responsibilities are kept centralised to avoid extra costs, with third‑party support used only for specialist tasks. This approach aligns with project management best practice, which prioritises phased implementation and feedback loops when introducing new services (Turner, 2020).


KPIs and SMART Objectives 
Key performance indicator 
Monthly online and delivery sales as a percentage of total sales – this directly measures how effectively the new service offsets lost in‑store revenue.
· Specific: Achieve 20 % of total monthly sales from pre‑orders and local delivery by the end of Month 6.
· Measurable: Track via order records and sales reports; compare against 2019 baseline figures.
· Achievable: Based on similar small food businesses expanding delivery services (Chaffey and Ellis‑Chadwick, 2022).
· Relevant: Directly addresses reduced footfall and unmet customer demand.
· Time‑bound: Fully operational by Month 4; target met by Month 6.
Secondary objective: Maintain customer satisfaction rating of 4.5/5 or higher via post‑order feedback.






Monitoring and evaluation 
Progress will be reviewed monthly using sales data, order volumes and customer feedback. If delivery sales are below target by Month 3, marketing will be increased and delivery pricing reviewed. If satisfaction falls, packaging or delivery times will be adjusted. Quarterly reviews will compare total sales against the 2019 baseline, and overheads will be tracked to ensure the service remains profitable. After six months, the KPI will be used to decide whether to expand the delivery area or add corporate catering as a permanent secondary stream. This continuous monitoring approach ensures the solution remains effective and responsive to changing conditions (Mullins and Christy, 2023).


Key findings summary 
· Sales have stagnated 25 % below pre‑pandemic levels due to reduced retail footfall, remote working, rising costs and unmet customer needs.
· Both proposed solutions address the core problem, but pre‑ordering and delivery offers faster results and aligns with confirmed customer demand.
· Phased implementation reduces risk and minimises disruption to existing baking operations.
· Clear KPIs and regular monitoring will ensure the service delivers expected benefits and adapts as needed.
· Diversifying beyond casual passing trade is essential to restore long‑term viability for Basil’s Bakery.
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Appendices

PMI Analysis Table 

	Criteria
	Solution 1: Pre‑Order & Delivery
	Solution 2: Corporate Catering

	Pluses
	Meets existing customer requests; expands reach; low startup cost; works with current products
	Predictable bulk orders; reduces waste; long‑term income; lowers volume risk

	Minuses
	Extra logistics work; delivery costs; price rises needed
	Slow setup; negotiation time; product changes may be needed

	Implications
	Fast launch, ongoing effort needed
	Long‑term stability, slower payoff






