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Executive summary
The report highlights the problems that an independent bakery in the UK is facing currently. It has proposed two solutions address this issue and identify the risk associated with each strategy. An implementation plan has been devised to outline the execution of the proposed solutions. Key performance indicator (KPI) and SMART objectives have been established to monitor the performance of the bakery. Importance of these metrics along with evaluation of the result have been demonstrated in the report.
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[bookmark: _Toc237555676]Overview and the nature of the problem 
Basil’s Bakery is a premium, independent artisan bakery established in 2015 within a retail shopping park in Coventry, UK. The bakery initially enjoyed strong year-on-year growth by serving a diverse local customer base, including shoppers, retail employees, office staff, and industrial/warehouse workers. However, the 2020 pandemic triggered a severe downturn. While sales partially recovered post-lockdown, it ultimately stagnated at 25% below 2019. External and structural market shifts drive the footfall problem; internal operational bottlenecks drive the capacity problem. Additionally, the macroeconomic cost pressures, which are the margin problem, can be considered as the nature of the problem for the business.    
[bookmark: _l7lm8awxq5i5]

[bookmark: _Toc237555677]Proposing two solutions
Solution 1: Implementing an Automated Digital Pre-Order and Click-and-Collect System 
Basil can launch a simple, automated online ordering website or mobile application configured specifically for click-and-collect. It will help to eliminate operational bottlenecks as customers can place and pay for orders entirely online (Cichosz and Kołata, 2026). This removes the need for Basil to answer the phone while baking. As orders are prepared in advance and paid for online, the physical pickup process takes seconds. Long queues and unsatisfactory wait times during the busy lunch hour can be avoided through it. Office workers who only come in a few days a week have limited lunch breaks. A guaranteed fast pickup option incentivises them to choose Basil’s over faster fast-food alternatives on on-site days
Solution 2: Establishing a B2B Wholesale Supply Channel for Coventry Businesses 
Basil must pivot a portion of his production away from relying purely on retail park footfall and instead sell his premium, organic artisan breads and pastries in bulk to independent local cafes and high-end farm shops. Through delivering in bulk directly to other businesses, Basil would still have the bakery unless he completely changed his business model. The wholesale channel would complement Basil's existing retail business rather than requiring him to completely change his business model. This will allow Basil to negotiate bulk purchase discounts with organic suppliers well in advance. Commercial baking ovens operate most efficiently after being fully loaded. Basil can utilise the early morning hours to bake wholesale orders before the retail shop even opens.
[bookmark: _dxnfzvw4oewy]

[bookmark: _Toc237555678]Evaluating proposed solutions using PMI technique 

Solution 1: Digital Pre-Order and Click-and-Collect
Plus (Advantage)
The advantages include zero distractions, as Basil no longer has to stop baking to answer the phones. Customers paying online and grabbing their food will help in shorter queues, ending long peak-hour waits (Sundayapp, 2025). Revenue is collected securely before the food is even picked up.   
Minus (Disadvantage)
The disadvantages include that Basil has to spend time setting up and learning the new software. Those online platforms charge monthly fees for digitalisation and transaction percentages, slightly lowering margins (Nagle et al., 2025). These solutions might still fail to reach the loyal customers who are working from home and want delivery. 
Interesting (Uncertainties and observations)
[bookmark: _bo7nzr97k424]The uncertainties can be interesting and risky at the same time. Less tech-savvy consumers might feel alienated due to the online-only pre-order system. It also raises a question about Basil’s proper use of data to track the need for most in-demand items to reduce organic waste. 

Solution 2: B2B Wholesale Supply Channel
Plus:
Wholesale could reduce reliance on retail-park customers by creating extra income from local cafés and farm shops. Regular orders could also make demand more predictable.
Minus:
It would require more production, packaging and delivery. It could also increase Basil’s workload and reduce profit margins.
Interesting:
Wholesale could build long-term business relationships and reach new customers. However, Basil should test demand before committing to larger orders. 

[bookmark: _Toc237555679]The result and preferred solution
As a business consultant, the preferred recommendation for Basil’s Bakery to implement first is Solution 1, which is the Automated Digital Pre-Order System. This is the most suitable choice for Basil’s Bakery. It could reduce phone interruptions and waiting times while making ordering easier for customers. Compared with wholesale, it requires less extra production and delivery work, making it a more practical and lower-risk option to introduce first. It could also provide useful customer data for future business decisions (Pfister and Lehmann, 2023).

[bookmark: _dsyuujk78ilr][bookmark: _Toc237555680]Results and the feasibility of the selected solution
The strategic analysis of Basil’s Bakery reveals that the business is suffering from external market decay, not a poor product. The 25% drop in revenue is entirely caused by a broken distribution channel and operational friction. The risk analysis confirms that while technical and operational bottlenecks exist, those are all completely manageable through software settings and low-cost hardware backups. This solution scores exceptionally high across all three pillars of business feasibility, which are financial, operational and market. Saving just a few lost customers per week covers the entire expense. No new staff requirement, and validation of demand will help the business to grow further (Alvarez, 2026).    

[bookmark: _Toc237555681]Risk Analysis of the selected solution 

[bookmark: _vszokuidly0p]The selected digital pre-order system presents three key risks: kitchen capacity issues, technical problems, and customer reluctance. A high volume of orders could place additional pressure on Basil’s kitchen, while technical failures could disrupt the ordering process. Additionally, some customers may be hesitant to adopt the digital system. These risks can be managed by limiting the number of orders during peak periods, having a backup ordering method available, and offering a hybrid system for customers who prefer traditional ordering methods.
[bookmark: _Toc237555682]Implementation Plan to guide the selected solution
A 30-day implementation plan will outline the way Basil can successfully launch the digital pre-order system without disrupting daily baking schedules.
Phase 1: Setup and Configuration
Initially, the bakery must focus on buying reliable tablets and compatible devices in the first 3 days. Then the baker will focus on uploading high-quality images of the menus in the next 4-7 days. Minimum order value will be set up by configuring 15-minute pickup slots. Internal testing through test orders will be done on day 8 to finalise it (Homès, 2024). 
Phase 2: Marketing and Preparation
Pickup Zone will be created through setting up a clear, signposted Click and Collect counter space. Simple flyers featuring a QR code linked to the menu will be printed during days of 14-17. Promotion will be done through handing flyers to local retailers, office and warehouse workers on day 20.
Phase 3: Going live
The final phase will be focused on launching the systems and redirecting the callers to the website. Guidance will be provided to the buyers to use the online system. Adjusting the 15-minute order caps will be done based on Basil's actual kitchen speed on the 30th day. 
[bookmark: _9f2izxnmqd4t][bookmark: _Toc237555683]Reasons for the plan
These activities will prevent kitchen panic and protect artisan baking quality. It will guarantee a zero-wait experience for busy lunch-hour workers. This can permanently break the bad habit of stopping work to answer calls. The chosen timing will give the owner time to build the site without rushing. Customer awareness will be built to ensure proper acceptance of the new system (Robles and Mallinson, 2025). Testing before the promo will avoid technical glitches on launch day. It will allow Basil to adjust order limits based on real customer data. These responsibilities will enable Basil to know the way the software functions to resolve minor tech issues instantly.   
[bookmark: _tksszpxbcn62]

[bookmark: _Toc237555684]Key Performance Indicator (KPI) and SMART objectives
[bookmark: _pjinid6173oa]The KPI for the bakery can be pre-order conversion rate, which is the percentage of total daily bakery orders placed online via the new system versus walk-ins. The SMART objective is to migrate existing retail office and warehouse workers from phone ordering to digital click within 60 days, targeting 40% of all daily lunch sales to directly resolve peak hours waiting times.
[bookmark: _Toc237555685]Effectiveness of these metrics
Basil will use the Pre-Order Conversion Rate and his SMART objectives as a weekly health check to measure the system's success and make operational adjustments (Ohlson and Bäckstrand, 2026). Every Sunday, Basil will pull the automated sales report from his software dashboard. The baker will match the conversion percentage against his actual kitchen stress level. At the 60-day mark, Basil will perform a final review against his SMART target of 40% digital sales. These metrics will help Basil see whether the objectives are meeting the target or missing it.     
[bookmark: _7gdah0bf7jyz]

[bookmark: _Toc237555686]Summary of the key findings
· The 25% drop in sales has been caused entirely by an external collapse in retail park footfall and empty shop units, not Basil's products. 
· Shifted workforce habits have raised the hybrid work model, which has permanently reduced the daily lunch-hour rush from adjacent office workers 
· Basil has been losing revenue as he cannot answer telephone pre-orders while baking, leading to long queues.
· Loyal and displaced customers have been actively demanding pre-ordering options, creating an immediate opportunity for a digital solution. 
· A low-cost, automated click-and-collect system will act as an automated cashier, eliminating bottlenecks and protecting Basil's baking time.
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Risk Analysis of the selected solution 
[bookmark: _Toc120379101]   Possibility

	High 
	
	
· Order-Baking Bottleneck


	Low 
	
	· Technical Failure
· Customer Resistance

	
	Low Impact

	High 


	
Source: (Self-created)
	Risk 
	Description
	Possibility 
	Impact 
	Mitigation strategy 

	Order-Baking Bottleneck
. 
	It can arise as
digital orders spike during peak hours, overwhelming Basil in the kitchen
	High 
	High 
	The baker must cap the number of available pre-order slots per 15-minute window on the app. 

	Technical Failure
	The internet can go down, or the app crashes during the critical lunch rush (Haken, 2024).
	Low 
	High 
	There must be an offline paper backup log of daily morning pre-orders. 

	Customer Resistance
	Older or less tech-savvy regulars may dislike the app and abandon the bakery. 

	Low  
	High 
	Hybrid model must be encouraged in the bakery to handle this resistance (Gallup, 2022).
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