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 OVERVIEW OF THE SITUATION AND PROBLEM
Basil's Bakery is an independent artisan business established in 2015, located in a retail park in Coventry. It supplies high-quality organic breads, pastries and cakes to local shoppers, retail employees and nearby industrial site workers. Sales rose consistently each year until 2020, when pandemic restrictions reduced footfall sharply. Although trade recovered afterwards, turnover has remained stable at roughly 25% below 2019 levels since 2023.
The core problems include falling visitor numbers to the retail park, empty units and local redundancies; widespread hybrid working reducing weekday custom; rising overheads for rent, utilities, rates and insurance; unpredictable organic ingredient costs; plus, unmet customer requests for preordering and delivery services. The existing operating model is becoming financially unsustainable without targeted changes (Dart and McGill, 2024).

PROPOSED SOLUTIONS
Solution 1: Launch an online pre-order and click-and-collect service
This option involves introducing a simple low-cost ordering system such as a dedicated form or basic shop page, allowing customers to reserve specific items ahead of time and collect them without waiting. Orders would be reviewed and prepared in set batches, so the work fits naturally around Basil's baking schedule. This directly addresses the frequent complaint of long queues and unanswered phone calls, while helping secure sales from customers who visit less often. Industry research shows that 68% of independent food businesses see increased transaction numbers within three months of introducing this service (British Hospitality" ociation, 2025).

Solution 2: Work with established local couriers or delivery platforms
This would fulfil customer requests for delivery to homes and workplaces within a three-mile radius. Basil would not need to buy vehicles or hire drivers, as all transport would be managed by existing partners. This opens sales to former regulars who no longer travel to the retail park. Data indicates that bakeries expanding access this way typically recover between 18% and 22% of lost revenue within half a year (HIMSO, 2024).


3. EVALUATION OF SOLUTIONS AND SELECTION
PMI Analysis
The Plus-Minus-Interesting framework compares strengths, weaknesses and wider considerations; the full breakdown is included in Appendix 1.
For the pre-order service: positives include very low setup costs, total control over service standards and products, and no extra commission payments.
Drawbacks are that it still requires customers to travel to the site, and the system will need occasional maintenance or updates. Notably, this service can be expanded to add delivery functions once it is running reliably, and collection visits create opportunities for impulse purchases. For the delivery partnership: positives are extended geographical reach and meeting clear customer demand without needing new staff or equipment.
Negatives include commission fees that can reach 35% of each sale, lack of control over delivery times or care of goods, and extra risk of spoilage for fresh organic produce (Bloisi et al., 2023). This could also create new opportunities for workplace catering contracts, though this depends heavily on the performance of third parties.


3b Preferred Solution
The chosen option is Solution 1: preorder and click-and-collect. While delivery offers wider coverage, commission charges would significantly reduce profit margins at a time when costs are already unpredictable. The preorder system costs less than £150 to implement, carries very little financial risk, and tackles the most commonly reported problems. It follows established principles of gradual business
improvement, allowing the service to be tested and refined before any further investment is made (Cameron and Green,2020). Once this generates steady extra income, delivery can be considered as a later addition rather than immediate
commitment.

IMPLEMENTATION PLAN AND RATIONALE
4a Implementation Plan
A full detailed schedule is provided in Appendix 2; the key stages are outlined below:
· Weeks 1-2: Research and compare suitable ordering platforms, confirm costs and ease of use
· Weeks 2-3: Decide which products are available for pre-order, set collection slots and finalise pricing
· Weeks 3-4: Create clear signs, social media posts and leaflets explaining how to use the service
· Weeks 4-5: Run a trial with existing loyal customers to identify any issues
· Week 6: Officially launch the service and start full promotion
· Ongoing: Review usage, feedback and sales every week

4b Rationale
This sequence is designed to put solid foundations in place before launch, which prevents errors or wasted effort. The six-week timescale is chosen to avoid disrupting daily baking and shop opening work. Basil retains control of all important decisions while getting help only with technical or design tasks where needed.
Testing with trusted customers first is a recommended approach for small business innovation, as it gathers honest feedback while protecting the business reputation (Burns, 2023). The ongoing reviews allow changes to be made quickly if something is not working as expected.


PERFORMANCE MEASUREMENT AND REVIEW
5a KPIs and SMART Objectives
Key Performance Indicator: Percentage recovery of total weekly sales compared to the 2019 baseline average.
SMART Objectives:
1. Reduce the number of customers leaving without buying due to waiting times by 10%, measured from feedback and observation, by the end of December 2026.
2. Achieve an average of at least 25 preorders each week, with no less than 15% of these placed by customers who had not bought anything for three months or more, by the end of February 2027.


1. Increase overall weekly sales revenue by 12% compared to current levels, by the end of March 2027.
2. Maintain an average customer satisfaction rating of 4.5 out of 5 for order accuracy and collection experience, recorded from launch onwards (Meyer and Ward, 2020).
5b Monitoring and Evaluation
Progress will be recorded weekly using a simple spreadsheet tracking order volume, total sales, customer return status and feedback scores. A full review will take place every four weeks, with all figures compared against the three-month period April to June 2026 to show clear changes. If targets are not being met after eight weeks, adjustments may include adding more collection slots or introducing special pre-order only items. Any concerns about quality or service will be investigated straight away. This method ensures decisions are based on actual evidence rather than assumption, and allows the business to adapt effectively (Anderson, 2022).


 KEY FINDINGS SUMMARY
· Reduced sales result from wider economic and social changes,poor-qualityy products
· Two practical solutions have been identified to address current
challenges
 
Click-and-collect is the most suitable starting point due to lower risk and better margins

· A carefully phased plan will implement changes with minimal disruption
· Clear targets and regular tracking will measure real impact
· Success here will create a stable base to consider adding delivery or catering later
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