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1. INTRODUCTION AND PROBLEM OVERVIEW

Basil’s Bakery is a small independent artisan bakery located in a retail park in Coventry. It first opened in 2015 and prides itself on using good quality organic ingredients for all its breads, cakes and pastries. Up until 2020, sales went up every year, but during the pandemic lockdowns both footfall and sales dropped a lot. Basil expected things to go back to normal once restrictions ended, but they never did. Since 2023, sales have stayed around 25% lower than they were in 2019. This is happening for a few different reasons – fewer people are coming to the retail park overall, lots of office staff now work from home some days, customers have asked for delivery and pre-order options that he can’t run properly, and all his costs like rent and bills have gone up a huge amount. He’s worried the business won’t stay viable if things carry on as they are.
(Source: Case study provided)
2. PROPOSED SOLUTIONS

Solution 1: Add online pre-ordering and work with local delivery services

This is something lots of customers have actually asked for already. The idea is to use a simple, low-cost system so people can order ahead to collect, and team up with existing local delivery drivers to take orders out to people who don’t come to the retail park anymore. Basil wouldn’t have to do any driving himself, and he can just make the orders alongside everything else he bakes each day. Research from Mintel (2025) says that over two thirds of similar food businesses saw their sales go up once they added these kinds of options.

Solution 2: Simplify the product range and sort out ingredient supply

This one is more about bringing costs under control. Basil would keep all his most popular items but cut down on the ones that barely sell, and agree fixed-price contracts with just one or two trusted organic suppliers. This would make ordering simpler, cut down on wasted food, and make costs much easier to plan for. The CBI (2024) says sorting out costs like this is one of the most important things small businesses can do right now. Both ideas try to fix the main problems without changing what makes the bakery special.
3. EVALUATION OF SOLUTIONS AND SELECTION

3a. PMI Analysis

I used the PMI method here – that stands for Plus, Minus, Interesting. It’s a straightforward way to weigh up the good and bad parts of each choice (de Bono, 1993). The full table is in Appendix 1, but here’s the gist:
	Solution
	Good points
	Bad points
	Other things to note

	Pre-order & delivery
	Exactly what customers have asked for; reaches people who can’t get there easily; doesn’t add much extra work for Basil
	Have to pay a small fee on each order; will take a little while to set up properly
	Could collect customer details to let them know about new items later

	Simplify products & supply
	Less waste; much more predictable costs; easier day-to-day work
	Might lose the odd customer who buys less common items; doesn’t help get more sales overall
	Could do this later on alongside other changes



(Sources: de Bono, 1993; Mintel, 2025)

3b. Preferred Solution

I think the best choice is to go with pre-ordering and delivery first. Even though both options have their uses, this one tackles the main issue head-on – sales are too low because people either can’t or won’t visit as often anymore. It lets him keep serving customers he’d otherwise lose, and brings in more money rather than just spending less. The downsides are small and easy to plan for. Getting costs more under control is still a good idea, but that’s something he can look at once sales are back on track. Right now, bringing in more income is the most important thing to keep the business going.
4. IMPLEMENTATION PLAN AND RATIONALE

4a. Implementation Plan
	Stage
	What needs doing
	Timeline
	Who does it

	1
	Look into easy pre-order systems and get in touch with 2 local delivery firms
	Weeks 1–2
	Basil

	2
	Work out what areas can be covered, set delivery prices, and sort out how orders will come through
	Weeks 3–4
	Basil

	3
	Let people know about the new service with signs in the shop and posts on social media
	Week 5
	Basil

	4
	Go live with both pre-order and delivery
	Week 6
	Basil + delivery partners

	5
	Ask customers how it’s going and make small changes where needed
	First 3 months
	Basil



4b. Rationale

I’ve ordered things this way so nothing gets rushed, and so he doesn’t have to try and do too much at once. Six weeks is about right for someone working alone, without getting in the way of all the baking he has to do every day. He’s the best person to make all the decisions so it stays true to how he wants the business to run, and doing both parts of the service at once makes it easier to get the word out. This fits with what Johnson et al. (2021) say about making changes in small businesses – keep it simple, low cost, and focused on what customers actually want.
5. PERFORMANCE MEASUREMENT AND MONITORING

5a. KPI and SMART Objectives

Main KPI: Monthly sales revenue, compared to the average figures from 2023–2025.

SMART Objectives:

1. Specific: Bring up total monthly sales
Measurable: By 10% within 6 months of launching the new service
Achievable: In line with what other similar businesses have seen (Mintel, 2025)
Relevant: Directly fixes the main problem of sales being too low
Time-bound: By the end of January 2027

2. Specific: Build up sales from pre-orders and delivery
Measurable: Make up 15% of all sales within 3 months
Achievable: Matches what customers have already said they want
Relevant: Shows the new service is actually being used
Time-bound: By the end of October 2026

5b. Monitoring and Evaluation

I’d suggest Basil looks at his sales figures each month and checks them against these targets. If after three months sales have only gone up a tiny bit, he could try promoting the service more or adjusting where he delivers to. If things are going well, he can see if there’s anything else he could improve. He should also just ask customers what they think – little things like delivery times or how easy the ordering is can make a big difference. Keeping an eye on things like this means he can sort out any problems early on, rather than finding out they’ve been going wrong for ages (Mullins, 2023). It all comes back to making sure he’s moving towards getting the business back on a steady footing.
6. KEY FINDINGS SUMMARY

• Sales staying low isn’t just a temporary issue – it’s down to lasting changes like fewer people visiting retail parks and more people working from home

• Customers have been asking for better ordering options for a while, and he can’t meet that right now

• I’ve put forward two possible ways forward, each with their own pros and cons

• Pre-ordering and delivery is the best first step because it focuses on bringing in more sales

• The plan to roll it out is designed to be doable without taking up too much of Basil’s time

• Checking progress against clear targets will help make sure the changes work as well as they should

• Getting more sales in is the most urgent thing to do right now
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8. APPENDICES

Appendix 1: Full PMI Analysis Table
	Solution
	Plus
	Minus
	Interesting

	Pre-order & delivery
	1. Exactly what customers have asked for
2. Can reach people who don’t come to the retail park anymore
3. Doesn’t add much extra daily work
4. Doesn’t cost much to set up
	1. Have to pay commission on each order
2. Will take a couple of weeks to sort out
3. Delays might happen that Basil can’t control
	Can keep customer details to let them know about special offers later

	Simplify products & supply
	1. Less food gets wasted
2. Costs are much easier to predict
3. Less work to manage lots of different ingredients
	1. Might lose a few customers who buy less popular items
2. Doesn’t help bring in more sales
3. Will take time to find and talk to new suppliers
	Can be done at the same time as other changes later on




