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1. INTRODUCTION AND PROBLEM OVERVIEW

Basil’s Bakery is an independent artisan business based in a retail park in Coventry. It first opened in 2015 and quickly built a good name for itself, thanks to its focus on high-quality organic ingredients and a range of fresh breads, cakes and pastries. For several years, sales grew steadily, with customers including local shoppers, retail staff and people working at the nearby industrial site.

However, things changed from 2020 onwards. Like many businesses, it was hit hard by lockdown restrictions, but even after rules were relaxed, trade never bounced back to how it was. Since 2023, sales have stayed around 25% lower than they were in 2019, and there’s no sign of this changing on its own. There are several reasons for this: the retail park itself is quieter, with shops closing and fewer people visiting; many former customers have either moved on or now work from home, so they don’t pop in for lunch as often. On top of this, costs for rent, utilities and organic supplies have all gone up significantly. Customers have also asked for things the bakery doesn’t currently offer — like delivery or the ability to pre-order easily — and Basil is often too busy baking to answer the phone. If nothing changes, it will be hard for the business to keep going as it is (Slack et al., 2022).
2. PROPOSED SOLUTIONS

After looking at the situation, two realistic options stand out as ways to help move the business forward.

Solution 1: Online Pre-Order and Click-and-Collect
This would let customers order and pay for their items ahead of time using a simple website or form, then pick them up at a set time that suits them. This would fix the issue of long waits during busy times and stop orders being missed when Basil can’t get to the phone. It shouldn’t add too much extra work, as orders can be prepared alongside the usual baking. It would also make it easier to plan what to make, which should reduce waste and make stock costs more predictable (Kotler & Armstrong, 2021).

Solution 2: Third-Party Local Delivery Service
This would mean working with existing delivery drivers or platforms to take orders to customers in the local area. It directly answers the requests Basil has had from people who can no longer visit the shop in person — whether that’s because they work from home, have moved on, or just can’t get to the retail park. It would open up the business to more people, though it does come with extra costs like delivery fees and packaging to keep food fresh.
3. EVALUATION OF SOLUTIONS

3a. PMI Analysis
To compare these options fairly, I’ve used the PMI method — looking at the plus points, minus points and any interesting factors for each. The full breakdown is shown in Appendix 1. This approach helps to look at both the obvious benefits and any hidden downsides, so the decision isn’t just based on what sounds best at first glance (De Bono, 2016).

Starting with the pre-order system: it’s a low-cost way to improve the service straight away, and it fits in with how the bakery already works. The main downside is that people still need to come and collect their order, but it solves the biggest complaints right now. Delivery, on the other hand, reaches more people but adds extra costs and things that could go wrong, like orders arriving late or getting damaged.

3b. Preferred Solution
After weighing everything up, the best first step is definitely Solution 1: Online Pre-Order and Click-and-Collect. It’s much lower risk financially, which is really important when costs are already tight and the price of organic ingredients can change a lot. It directly fixes the two main issues customers have mentioned — waiting times and not being able to get through to order. It doesn’t cut into profits like delivery would, and once it’s up and running and sales start to improve, adding a delivery service later would be much easier.
4. IMPLEMENTATION PLAN

4a. Plan Outline
To get this set up without causing too much disruption, a clear plan is needed. The full timeline is in Appendix 2, but the aim is to have everything working within six weeks.

First, spend a couple of weeks looking into different simple ordering tools to find one that’s easy to use and doesn’t cost too much. Then spend another couple of weeks setting it up, adding the menu and testing it properly so there are no mistakes when it goes live. Once that’s ready, spend a week letting people know about it — putting up signs in the shop, posting on social media and telling local offices. After that, it can launch properly, with time to see how it goes and make small changes if needed.

4b. Rationale
Doing it step-by-step like this makes sense because it stops Basil from spending money on something that turns out to be too complicated. Testing it first means it won’t put customers off if something goes wrong at the start. Keeping the work in-house to begin with also keeps costs down, and promoting it to people who already know the bakery first means there’s a better chance of people using it straight away (Johnson et al., 2023).
5. KPIs AND SMART OBJECTIVES

5a. KPI and SMART Objectives
To make sure the changes are actually working, it’s important to keep track of how things are going. The main measure to look at is monthly sales revenue, but it’s also useful to note how many orders come through the new system and how much people spend on average.

To give a clear target, I’ve set out SMART objectives:

• Specific: Set up a simple, reliable pre-order system that makes ordering easier and helps increase sales.

• Measurable: Get 15% of all monthly orders coming through the pre-order system within three months.

• Achievable: Start with a basic setup and let people get used to it before making it more complex.

• Relevant: This directly helps to close the gap between current sales and what they were in 2019, and fixes the issues customers have talked about.

• Time-bound: Have the system fully ready to use within six weeks, with a proper review after three and six months (Doran, 1981).

5b. Monitoring and Evaluation
Checking in regularly will help spot if anything needs changing. Every week, Basil can just have a quick look at how many orders have come in and read any comments from customers. At the end of each month, comparing sales to the average from the last few years will show if things are moving in the right direction. If the target is hit, that’s a good sign it’s working; if not, it might just mean more people need to know about it, or the ordering process could be made simpler. After six months, if sales are looking healthier, that would be the right time to think about adding delivery as an extra option.
6. SUMMARY OF KEY FINDINGS

Basil’s Bakery has seen sales drop and stay low because of fewer visitors to the retail park, more people working from home and rising costs, as well as not being able to offer the service options customers want. While delivery would reach more people, starting with an online pre-order and click-and-collect system makes the most sense. It’s affordable, low-risk and directly improves the experience for the people who already support the business. By taking it step-by-step and keeping an eye on how things go, this change can help bring sales back up and give the bakery a stronger base to grow from in the future.
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8. APPENDICES

APPENDIX 1: PMI ANALYSIS
 
	Solution
	Plus
	Minus
	Interesting

	Online Pre-Order & Click-and-Collect
	• Costs very little to set up and run
• Fits easily around normal baking work
• Cuts down waiting time for customers
• Helps plan stock and reduce waste
• Makes customers feel valued
	• Customers still need to come to the shop
• Doesn’t help people who can’t travel
• Needs checking regularly to keep it running
	• Can add online payments later if needed
• Good for taking orders for events or big batches
• Shows what items are most popular

	Third-Party Local Delivery
	• Reaches people who can’t visit the park
• Meets the requests customers have made
• Opens up to new people in the area
• Could bring in more overall sales
	• Adds fees and packaging costs
• Risk of food getting damaged or arriving late
• Takes extra time to organise and manage
	• Can be limited to certain days or areas
• Could be charged as an extra service
• Helps build a wider customer list




APPENDIX 2: IMPLEMENTATION PLAN TIMELINE

	Activity
	Timeline
	Responsible Person
	Purpose

	Research and compare ordering systems
	Weeks 1–2
	Basil
	Find something simple and affordable

	Set up menu, test system and fix issues
	Weeks 3–4
	Basil
	Make sure it works properly before launch

	Promote via signs, social media and local offices
	Week 5
	Basil
	Let existing and new customers know

	Official launch of the pre-order service
	Week 6
	Basil
	Start taking orders

	Review sales and feedback, make changes
	Every month
	Basil
	Check progress and improve where needed



