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1. CASE STUDY OVERVIEW AND NATURE OF THE PROBLEM
Basil's Bakery is a small independent bakery founded in 2015 in a Coventry retail park, competing on product quality and location convenience for local shoppers and nearby office and warehouse workers. Sales grew steadily until COVID-19 caused a sharp decline in 2020, and since 2023 revenue has remained around 25% below 2019 levels, raising doubts about the model's long-term viability. The stagnation is not driven by quality; it stems from external and internal pressures. UK retail footfall continues to decline (British Retail Consortium, 2025), hybrid and remote working have cut weekday office footfall (Office for National Statistics, 2025), and rising energy costs (Cornwall Insight, 2025), general cost pressures on small businesses (Federation of Small Businesses, 2026) and climate-related risks to organic ingredient supply (Yale Climate Connections, 2024) are squeezing margins, while Basil's need to remain on-site limits delivery and pre-ordering. The Fishbone analysis identifies the absence of delivery, pre-ordering, digital ordering and loyalty channels as the key controllable causes.
2. PROPOSED SOLUTIONS
Solution 1: Introduce a Digital Pre-order and Click-and-Collect System
The first solution is a simple digital pre-order and click-and-collect system, built on an existing ordering website or app rather than a bespoke platform. It directly tackles the bakery's long queue times: customers choose products and a collection slot in advance, so Basil can prepare orders in a more organised way, while also creating a new sales channel that does not require him to leave the bakery. This fits wider UK food-to-go trends, where digital ordering and click-and-collect are increasingly important (Lumina Intelligence, 2025), and the case identifies digital ordering as an actionable gap. Pre-ordering also helps Basil forecast demand, improve production planning and reduce lost sales from queues or stock shortages.
Solution 2: Partner with a Local Delivery Platform
The second solution is to partner with an established local delivery platform rather than build an in-house delivery operation, extending the bakery's reach to customers who no longer visit the retail park, including remote workers who have moved away or changed their routines. The case specifically recommends platforms such as Snappy Shopper, which can widen access while letting Basil retain more control over pricing than larger national platforms (Orderly, 2026). However, delivery adds operational complexity, platform fees and less control over customer experience, so while it could generate incremental sales, it is likely less suitable as the first intervention for a business with limited operational capacity.
3. PMI EVALUATION AND PREFERRED SOLUTION
3.1 PMI Evaluation
The PMI technique evaluates alternatives by considering their Plus, Minus and Interesting characteristics. A detailed comparison is provided in Appendix 1.
The first solution, digital pre-order and click-and-collect, has several significant advantages. It directly addresses the bakery's queue-time problem, creates a new sales channel and allows customers to purchase without depending entirely on spontaneous footfall. It also fits Basil's existing operating model because Basil can remain in the bakery while customers collect their orders. The main disadvantages are the initial technology cost, the need to learn a new system and the possibility that some customers may not adopt digital ordering immediately.
The second solution, local delivery, has the potential to reach customers beyond the retail park and therefore directly responds to changes in consumer behaviour and remote working. It could generate incremental revenue without requiring Basil to personally deliver products. However, delivery introduces platform fees, logistical dependencies and additional risks concerning product quality and customer experience.
An interesting consideration is that both solutions reduce Basil's dependence on traditional footfall, but they do so differently. Click-and-collect primarily improves convenience for existing and nearby customers, whereas delivery expands the geographical customer base. Both therefore address structural weaknesses identified by the Fishbone analysis.
3.2 Preferred Solution
The preferred solution is digital pre-order and click-and-collect.
The PMI analysis indicates that this option provides the strongest balance between impact, feasibility and operational control. Basil's primary operational constraint is that he needs to remain on-site to bake. Click-and-collect works with this constraint rather than attempting to overcome it through additional logistics.
The solution also directly addresses the case's identified problem of unreliable pre-ordering and excessive waiting times.
Most importantly, it can be introduced incrementally. Basil can begin with a simple system, monitor customer adoption and improve the process before considering a more complex delivery operation. This reduces implementation risk and provides measurable evidence about whether customers are willing to change their purchasing behaviour.
4. IMPLEMENTATION PLAN
4.1 Implementation Activities
The implementation should take place over approximately six months.
Phase 1 – Preparation (Weeks 1–2): Basil should establish the current sales baseline, identify the most frequently purchased products and determine the busiest collection periods. He should also select an affordable digital ordering solution and establish collection procedures.
Phase 2 – System Development and Testing (Weeks 3–4): The ordering system should be configured with the bakery's core product range, prices, collection slots and payment process. Basil should test the system internally before launch.
Phase 3 – Staff and Process Preparation (Weeks 5–6): Any employees should receive training on receiving, preparing and handing over digital orders. Collection areas should be clearly organised to avoid creating another queue.
Phase 4 – Soft Launch (Weeks 7–8): The service should initially be offered to existing customers. Feedback should be collected concerning ordering, collection times, product availability and ease of use.
Phase 5 – Full Launch (Months 3–6): Following adjustments, Basil should promote click-and-collect through in-store signage, social media, existing customer contacts and nearby businesses. Performance should then be reviewed monthly.
A detailed implementation plan is provided in Appendix 2.
4.2 Rationale for the Implementation Plan
The order of activities is important because Basil should not launch a new sales channel before understanding his operational capacity. Establishing a baseline first allows future performance to be evaluated objectively. Product and process testing should then take place before customers are invited to use the service, reducing the likelihood of operational failures.
The soft launch is particularly important because Basil's business has limited resources and is heavily dependent on his own availability. A smaller initial customer group allows problems to be identified without creating excessive pressure during peak periods.
The full launch should only occur after the collection process has been tested. Marketing can then be used to drive adoption once the operational infrastructure is capable of handling additional orders. This approach also reflects the case's conclusion that internal operational weaknesses are more actionable than external pressures such as national footfall decline.
5. KPI AND SMART OBJECTIVES
5.1 KPI and SMART Objectives
The main KPI should be monthly sales revenue growth (%) compared with the baseline established during the first month before implementation. This KPI directly measures whether the intervention contributes to the overall business problem: sales stagnation.
The first SMART objective is to increase monthly sales revenue by 10% from the established baseline within six months of the full launch.
The second objective is to achieve digital pre-order transactions equivalent to at least 20% of total monthly transactions within three months of the full launch.
The third objective is to reduce the average customer waiting time for pre-ordered purchases to fewer than five minutes within eight weeks of launch.
The fourth objective is to achieve at least 80% positive customer feedback regarding the ordering and collection process within three months.
These objectives are specific because they identify clear outcomes, measurable through sales, transaction and customer data, achievable because the system can initially be introduced on a small scale, relevant to the identified root causes, and time-bound.
The targets should be reviewed if the initial baseline reveals that they are unrealistic. Importantly, the case does not provide Basil's exact revenue, footfall or cost figures, so the baseline must be established before implementation.
5.2 Monitoring and Evaluation
Monitoring should occur weekly during the first two months and monthly thereafter. Basil should record total monthly sales, the number and value of digital orders, collection waiting times and customer feedback.
The main KPI should be compared with the baseline to determine whether sales are moving towards recovery. Digital order adoption should be monitored separately because an increase in sales without customer adoption could indicate that the improvement came from another factor.
If sales fail to improve after three months, Basil should investigate whether the problem is insufficient customer awareness, unsuitable products, pricing, collection availability or poor digital usability. Customer feedback will therefore complement quantitative sales data.
At the six-month review, Basil should assess whether the 10% sales-growth objective has been achieved. If successful, the business could consider expanding the digital channel, introducing a loyalty scheme or testing delivery. If performance remains weak, Basil should reconsider the business model and investigate the second proposed solution.
This monitoring approach recognises that external pressures such as declining footfall, higher energy costs and hybrid working are unlikely to disappear. The purpose of the solution is therefore not to eliminate these pressures but to make the bakery less dependent on them.
6. KEY FINDINGS
Basil's Bakery's sales stagnation is approximately 25% below 2019 levels and has persisted since 2023.
The problem results from both external pressures and internal operational weaknesses.
Declining footfall, hybrid working and neighbouring unit closures have reduced traditional customer traffic.
Rising business rates, energy and ingredient costs are putting additional pressure on profitability.
The most actionable root causes are the absence of digital ordering, pre-ordering, delivery and loyalty channels.
Two solutions were evaluated: digital pre-order/click-and-collect and local delivery.
Click-and-collect is the preferred solution because it improves convenience while remaining compatible with Basil's need to stay on-site.
Success should be monitored through monthly sales growth and supporting SMART objectives.
If the first intervention succeeds, Basil can subsequently consider delivery, loyalty and further digital expansion.
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APPENDIX 1 – PMI ANALYSIS
Solution 1: Digital Pre-order and Click-and-Collect
Plus
Reduces waiting times during peak periods.
Creates a new digital sales channel.
Allows Basil to remain on-site.
Improves production planning.
Reduces dependence on spontaneous footfall.
Can be implemented incrementally.
Minus
Requires initial technology investment.
Customers may be slow to adopt the system.
Basil must manage digital orders alongside normal customers.
Technical problems could disrupt sales.
Interesting
Could provide useful customer purchasing data.
Could eventually support a loyalty programme.
Could create a foundation for future delivery.
Could improve customer convenience without changing the physical location.
Solution 2: Local Delivery Partnership
Plus
Expands the geographical customer base.
Reaches remote and hybrid workers.
Reduces dependence on retail-park footfall.
Uses an existing delivery infrastructure.
Minus
Delivery fees reduce margins.
Less control over the customer experience.
Additional packaging and operational requirements.
Delivery demand may create production pressure.
Interesting
Could reach customers who have completely stopped visiting the retail park.
Could be tested without establishing Basil's own delivery fleet.
Could complement click-and-collect in the future.


APPENDIX 2 – IMPLEMENTATION PLAN
	Stage
	Timing
	Activity
	Responsibility
	Expected Outcome

	1
	Weeks 1–2
	Establish sales baseline and identify best-selling products
	Basil
	Clear starting position

	2
	Weeks 3–4
	Select and configure ordering system
	Basil / technology provider
	Functional ordering channel

	3
	Weeks 5–6
	Test ordering and collection process
	Basil / staff
	Operational problems identified

	4
	Weeks 7–8
	Soft launch with existing customers
	Basil
	Initial customer feedback

	5
	Month 3
	Full launch and marketing
	Basil
	Increased digital adoption

	6
	Months 3–6
	Monitor KPI and SMART objectives
	Basil
	Performance evidence

	7
	Month 6
	Formal review and decision on next stage
	Basil
	Decision on expansion




APPENDIX 3 – KPI AND SMART OBJECTIVES
Primary KPI: Monthly sales revenue growth (%) compared with the pre-implementation baseline.
SMART Objective 1: Increase monthly sales revenue by 10% from the established baseline within six months.
SMART Objective 2: Achieve digital pre-order transactions equivalent to 20% of total monthly transactions within three months of launch.
SMART Objective 3: Reduce average waiting time for pre-ordered customers to fewer than five minutes within eight weeks.
SMART Objective 4: Achieve at least 80% positive customer feedback regarding the ordering and collection process within three months.
Monitoring frequency: Weekly during the first two months; monthly thereafter.
Review point: Formal six-month evaluation.
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