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1. Abstract
This report reviews the continuing sales decline at Basil's Bakery and considers how the business can respond. The main pressures are weaker retail-park footfall, changing work patterns and higher operating costs. Two alternatives are assessed through a PMI (Plus, Minus, Interesting) analysis: introducing online pre-orders with local delivery, or developing wholesale and corporate catering. The evidence favours the online service. The report therefore sets out the main risks, a staged action plan, performance measures and a SMART objective for implementation.

2. Introduction

Basil's Bakery is an independent bakery based in a Coventry retail park. Since 2015, it has attracted shoppers, nearby employees and industrial-estate workers through its artisan breads, cakes and pastries made with organic ingredients.
The business grew steadily before 2020, but the pandemic changed the pattern of local demand. Even after restrictions ended, sales during 2023-2025 stayed approximately 25% below the 2019 level. This indicates that the bakery is dealing with a lasting change in customer behaviour rather than a short-lived downturn.
This report aims to diagnose the causes of the sales gap and identify a realistic response for a small owner-managed bakery. It assesses two options, compares their strengths and weaknesses using PMI, selects the stronger alternative and then explains how it could be introduced. A structured approach to strategic evaluation supports the comparison of alternative courses of action (Johnson et al., 2020). Risk controls, KPIs and a SMART objective are included so that Basil can monitor whether the chosen approach is producing measurable improvement.




3. Nature and Scope of the Problem
The problem is broader than one fall in customer numbers. Six linked pressures are affecting both revenue and day-to-day operations, as summarised below.
	Issue
	What is happening

	Quieter retail park
	In 2019, visitor numbers were down and units standing empty every few months mean less passing trade for Basil's Bakery.

	Fewer regulars
	Loyal customers who worked in neighbouring shops have lost their jobs as those units have closed.

	Home working
	Industrial-estate staff are working more from home and therefore will buy lunch out less often.

	Unmet requests
	Customers want delivery and pre-ordering, but Basil is tied to the kitchen and cannot always reach the phone, causing lost sales and long waits at peak times.

	Rising overheads
	Utilities, rent, business rates and insurance are all well above 2019 levels.

	Volatile stock costs
	The organic-only sourcing policy leaves costs exposed to crop failures.


These pressures reinforce one another. Lower footfall is reducing sales and at the same time, fixed and ingredient costs are increasing, leaving the existing business model under growing pressure.
4a. Option 1: Online Pre-Order and Delivery Service
One response is to add a straightforward online pre-order system for collection and local delivery. Customers could choose and pay for products before arriving, while home-working customers could order without travelling to the retail park. Delivery could be handled internally on a small scale or outsourced to an established local courier. The approach also has the potential to shorten queues because paid orders can be prepared before collection.
4b. Option 2: Wholesale and Corporate Catering Diversification
A second route is to build sales outside the shop by supplying local organisations. Basil could provide bread and pastries to cafes, offices and other businesses and offer catering for meetings or events. If business-to-business orders became significant, a smaller unit could eventually be considered to reduce occupancy costs. This option offers diversification, but it would require new commercial relationships and could alter the bakery's established retail identity.
5a. Appraisal of Option 1
The detailed PMI in Appendix A gives Option 1 a Plus total of +16, a Minus total of -16 and an Interesting total of +1. Its strongest advantages are access to home-working customers, fewer counter queues and a revenue stream that is less dependent on passing trade. The main concerns are set-up expense, additional pressure on Basil's time and ongoing delivery-related costs. Using an existing courier is an important way of limiting the initial commitment.
5b. Appraisal of Option 2
Appendix B records a Plus score of +12, a Minus score of -16 and an Interesting score of -1 for wholesale and corporate catering. The option could create income that is less dependent on retail footfall and may improve production efficiency through larger orders. Against this, building B2B relationships takes time, wholesale activity introduces extra costs, and downsizing could weaken the walk-in identity developed since 2015.
5c. Comparison and Chosen Option
The scoring gives Option 1 the stronger overall position. Both alternatives carry the same Minus total (-16), but online pre-order and delivery have the higher Plus score (+16 compared with +12) and a positive Interesting result (+1 compared with -1). Structured comparison helps decision-makers evaluate alternatives systematically before selecting a preferred course of action (Kepner and Tregoe, 2013). It also answers requests customers have already made and can be tested without fundamentally changing the bakery. For these reasons, Option 1 is selected.
6. Risk Analysis for the Chosen Option
The risk review in Appendix C uses a likelihood scale from 1 (low) to 5 (high). A structured risk-management process should identify, assess and treat risks so that uncertainty can be managed systematically (Institute of Risk Management (IRM), 2023). Delivery delays or incorrect orders and insufficient staffing are both rated 4, making them the most immediate operational concerns. A platform outage is rated 3. Controls include choosing a dependable ordering system, working with a proven courier and recruiting part-time support before launch. Backup ordering methods and limits on daily orders provide practical contingency measures if problems arise.

7. Implementation Plan
Implementation is divided into a short sequence of manageable stages over about ten weeks, allowing Basil to test the service before committing to a full launch. Breaking implementation into defined stages supports control, review and adjustment as a strategy is put into practice (Johnson et al., 2020).
	Action
	What it involves
	Timescale
	Owner

	Scope providers
	Compare ordering-platform and courier options; check costs and fit with organic-supplier deliveries
	1-15 Sept 2026
	Basil

	Build the ordering system
	Commission a developer to build and test a pre-order and payment system linked to the till
	16 Sept - 10 Oct 2026
	Web developer (contractor)

	Recruit the assistant
	Advertise, interview and train a part-time order/delivery assistant on the new system
	1-24 Oct 2026
	Basil / HR support

	Pilot with regulars
	Trial the service on loyal customers, gather feedback and iron out problems
	27 Oct - 9 Nov 2026
	Basil & assistant

	Go live & promote
	Market the service in-store, on social media and to local offices; track results against KPIs
	From 10 Nov 2026
	Basil & assistant



A pilot with existing regular customers gives the bakery an opportunity to identify ordering, staffing and delivery problems on a limited scale before wider promotion begins.

8. Key Performance Indicators
Performance should be reviewed through a small set of measures covering sales, order volume, delivery reliability, customer experience and queue-related complaints. Effective KPIs focus attention on measures that are important to organisational performance and enable progress to be monitored over time (Parmenter, 2015). Together, these indicators show both financial progress and service quality.
	Measure
	Target
	Data source

	Weekly takings
	15% higher within six months
	Till and platform sales reports vs. 2025 baseline, checked monthly

	Online orders per week
	50 within three months
	Order count from the ordering system

	On-time delivery
	95% within the agreed window
	Courier tracking records

	Customer rating
	4.5 out of 5 on average
	Post-order feedback forms and online reviews

	Waiting-time complaints
	Halved
	Complaint log

	
	
	



9. SMART Objective
By May 2027, within six months of launching the online pre-order and delivery service, Basil's Bakery will aim to raise weekly sales revenue by 15% and achieve at least 50 online orders per week. This follows the SMART approach by making the objective specific, measurable, achievable, relevant and time-bound (Doran, 1981). Results will be tracked through till and platform reports and compared with the 2025-26 baseline.
10. Conclusion
Basil's Bakery faces a combination of reduced retail-park activity, fewer local workers buying regularly more home working and higher operating and ingredient costs. The continuing 25% sales gap compared with 2019 therefore reflects a changed trading environment rather than one isolated problem.
Of the two alternatives considered, online pre-order and delivery provide the better fit. It responds to existing customer demand, produces the stronger PMI outcome and can be introduced gradually. The principal risks are operational rather than strategic and can be reduced through reliable technology, courier support, additional staffing and a controlled pilot (Institute of Risk Management (IRM), 2023). If Basil follows the implementation plan and reviews the stated KPIs (Parmenter, 2015) and SMART objective (Doran, 1981), the bakery has a practical route to rebuild sales while retaining its artisan and organic positioning.
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Appendices
Full workings for the appraisals and risk analysis summarised in Sections 5 and 6 are set out below.
Appendix A: PMI – Option 1 
	Plus 
	Minus 
	Interesting

	Wins back trade from customers who now work from home (+5)
	Money needed up front to build a booking website or app (-5)
	Teaming up with an existing local courier avoids buying a van (+2)

	Shorter counter queues once orders are paid for in advance (+4)
	Basil is already pulled between the oven and serving customers (-4)
	Extra part-time help will most likely be needed for deliveries (-3)

	A revenue line that does not hinge on shoppers passing the door (+4)
	Fuel, packaging and courier charges push overheads up further (-4)
	Could eventually stretch delivery out to nearby housing estates (+2)

	A record of regular customers to contact with future offers (+3)
	A late or wrong order could damage the bakery's reputation (-3)
	

	Score = +16
	Score = -16
	Score = +1





Appendix B: PMI – Option 2

	Advantages
	Drawbacks
	Points Worth Noting

	Turnover would no longer hinge entirely on retail-park visitors (+5)
	Forming trade partnerships and contracts does not happen quickly (-4)
	Nearby schools or medical practices could become trade clients later (+2)

	Less exposure to the number of shoppers walking past the door (+4)
	A smaller shop could weaken the identity Basil has built since 2015 (-5)
	A cheaper unit might come at the cost of regular walk-in trade (-3)

	Producing larger batches for trade orders lowers unit costs (+3)
	New packaging and wholesale delivery deals cost money upfront (-4)
	

	
	Guaranteeing organic-only stock becomes harder at greater volume (-3)
	

	Score = +12
	Score = -16
	Score = -1





Appendix C: Risk Analysis - Chosen Option
	Risk trigger
	Likelihood (1-5)
	Consequence
	Preventive action
	Recovery action

	The ordering platform crashes or goes offline
	3
	No orders can be taken, and sales are lost until it is restored
	Pick a proven, well-supported platform and test it fully before going live
	Take orders by phone or social media until the system is back up

	Orders are delivered late or wrongly
	4
	Dissatisfied customers, negative feedback and fewer repeat orders
	Set realistic delivery windows and use a courier with a proven record
	Provide a refund, voucher or replacement, backed by a reserve driver

	Not enough hands to manage online orders while baking
	4
	Orders get missed, standards slip, and the team becomes overloaded
	Bring in a part-time order and delivery assistant before the launch date
	Cap daily online orders until enough staff are in place

	Overall score
	11
	
	
	




Appendix D: Action Plan
Problem: Falling sales, caused by reduced retail-park footfall, more home working and rising overheads.
Solution: Introduce an online pre-order and delivery service.
	Action
	What it involves
	Timescale
	Owner

	Scope providers
	Compare ordering-platform and courier options; check costs and fit with organic-supplier deliveries
	1-15 Sept 2026
	Basil

	Build the ordering system
	Commission a developer to build and test a pre-order and payment system linked to the till
	16 Sept - 10 Oct 2026
	Web developer (contractor)

	Recruit the assistant
	Advertise, interview and train a part-time order/delivery assistant on the new system
	1-24 Oct 2026
	Basil / HR support

	Pilot with regulars
	Trial the service on loyal customers, gather feedback and iron out problems
	27 Oct - 9 Nov 2026
	Basil & assistant

	Go live & promote
	Market the service in-store, on social media and to local offices; track results against KPIs
	From 10 Nov 2026
	Basil & assistant
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