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[bookmark: _Toc558409298]1. Executive Summary1. Executive Summary
Basil’s Bakery is facing several problems that are affecting its sales and future growth. Customer numbers have fallen because the retail park is quieter, some nearby shops have closed, and many office workers now work from home for part of the week. At the same time, business costs such as rent, utilities and ingredients have increased. This report looks at the main reasons for the bakery’s lower performance and compares two possible solutions. These are introducing online pre-ordering and local delivery, or improving the current shop service and local marketing. After comparing both options, online ordering and delivery is recommended because it can reach more customers, improve convenience and reduce the bakery’s dependence on people visiting the retail park.
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[bookmark: _Toc2021341258]1. Introduction2. Introduction
Basil’s Bakery is an independent bakery that opened in a Coventry retail park in 2015. The business sells cakes, pastries and breads made with high-quality organic ingredients. Its customers include local shoppers, retail staff, office workers and warehouse employees. However, the bakery has faced several difficulties since 2020. Fewer people now visit the retail park, some nearby shops have closed, and many office workers spend part of the week working from home. At the same time, business costs have increased and sales remain below the 2019 level. This report examines the problems affecting Basil’s Bakery, compares two possible solutions and recommends the option that could best improve sales, customer convenience and long-term business stability.
[bookmark: _Toc2064900651]2. Scope and Nature of Basil’s Bakery’s Problems3. Scope and Nature of Basil’s Bakery’s Problems
Basil’s Bakery is affected by several connected problems that are reducing its sales and making future growth difficult. One major issue is the fall in customer footfall at the retail park, which was attributed to the lockdown during the Covid 19 pandemic. Hybrid working has also reduced the number of office workers buying food during the week. In addition, some customers want delivery and pre-order options, but Basil cannot always answer the phone while baking. This may result in missed sales and poor customer convenience. At the same time, costs such as rent, utilities, insurance and organic ingredients have increased. These problems show that the bakery’s current business model is becoming less suitable for changing customer needs and market conditions.
[bookmark: _Toc217282514]3a. Solution 1: Online Pre-ordering and Local Delivery4a. Solution 1: Online Pre-ordering and Local Delivery
One suitable solution for Basil’s Bakery is to introduce an online pre-ordering and local delivery service. For example, it is known in literature (Chapman, n.d.) that pre-ordering enables a company to take customer orders before they delivered. Customers could use a simple website to choose products, place orders and select either collection or delivery. This would help Basil serve people who no longer visit the retail park regularly, including customers who now work from home. Pre-ordering could also reduce waiting times during busy periods because orders would be prepared before customers arrive. A digital system would allow orders to be received even when Basil is busy baking and unable to answer the phone. Although there may be costs for the website, packaging and delivery, this option could increase convenience, attract more customers and create additional sales opportunities.
[bookmark: _Toc126520876]3b. Solution 2: Improve In-store Service and Local Marketing4b. Solution 2: Improve In-store Service and Local Marketing
A second solution for Basil’s Bakery is to improve its existing shop service by introducing loyalty cards, meal deals, seasonal offers and discounts for nearby retail, office and warehouse workers. Also, it must aim to improve the existing marketing stragy through the introduction of social media marketing. These strategies could also be used to promote new products, special offers and the bakery’s use of organic ingredients. In addition, Basil could work with nearby businesses to provide breakfast orders, lunch packages, or small catering services. Improving the collection process during busy periods could also reduce queues and improve customer satisfaction. This option may cost less than introducing delivery, but it still depends heavily on people visiting the retail park, which limits its ability to solve the problem of falling footfall.
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The PMI technique can be used to evaluate the proposed solutions as follows:
here’s a simple Plus, Minus and Interesting (PMI) diagram based on your paragraph:
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· Reaches customers who do not visit the retail park often 
· Makes ordering more convenient 
· Reduces queues 
· Orders can be received while Basil is baking 
· Reduces dependence on physical customer footfall 
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· Website development and running costs 
· Additional delivery expenses 
· More orders to manage 
· Risk of mistakes with orders 
· Products could be damaged or lose quality during delivery 
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· Could introduce loyalty rewards 
· Could offer catering orders 
· Could allow special occasion bookings 
· Has potential for future business growth 
· Could make the bakery less dependent on its physical location 
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                   BASIL'S BAKERY
                          │
          ┌───────────────┼───────────────┐
          │               │               │
       🟢 PLUS          🔴 MINUS       🔵 INTERESTING
          │               │               │
     More customers +3   Website costs -2    Loyalty rewards +5
          │               │               │
     Easier ordering +4   Delivery costs -1    Catering orders +4
          │               │               │
     Fewer queues +2      Extra workload -2    Special bookings +3
          │               │               │
     Orders while +3      Quality risks -5     Future growth +5
     baking
TOTAL:12                                  TOTAL:  -9                     TOTAL: 17
[bookmark: _Toc1040187066][bookmark: _jnk1oysvuxjf]45b. PMI Analysis for Solution 2
Here’s the PMI diagram for improving in-store service and local marketing:
[bookmark: _Toc2013959814]🟢 PLUS
· Loyalty cards can encourage repeat customers 
· Meal deals can attract more sales 
· Social media promotions can improve awareness 
· Builds stronger customer relationships 
· Requires less investment than a delivery service 
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· Still depends on customers visiting the retail park 
· Does not fully solve the problem of lower footfall 
· Discounts may reduce profit margins 
· Local marketing may have limited reach 
· Sales could remain dependent on the bakery’s location 
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· Could partner with nearby offices and businesses 
· Could provide lunch 
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                IN-STORE SERVICE & LOCAL MARKETING
                              │
             ┌────────────────┼────────────────┐
             │                │                │
          🟢 PLUS           🔴 MINUS       🔵 INTERESTING
             │                │                │
       Loyalty cards     Depends on        Office/business
             │            footfall          partnerships
             │                │                │
        Meal deals       Lower footfall     Lunch orders
             │                │                │
   Social media         Discounts may      Small catering
     promotions         reduce profit        services
             │                │                │
   Better customer      Location remains   More regular
    relationships          a problem       business customers
             │
      Lower investment
Source: author 
Overall: 🟢 Good for improving local sales, but 🔴 it may not completely solve the long-term problem of reduced customer footfall.
please plus minus and interesting diagram
Of course — here is a clear Plus, Minus and Interesting (PMI) diagram you can use:
·             IMPROVING IN-STORE SERVICE & LOCAL MARKETING
                              │
        ┌─────────────────────┼─────────────────────┐
        │                     │                     │
     🟢 PLUS               🔴 MINUS            🔵 INTERESTING
        │                     │                     │
   Loyalty cards         Still depends        Partner with
        │                on retail park       local businesses
        │                     │                     │
    Meal deals           Lower footfall       Lunch orders
        │                     │                     │
 Social media            Discounts may        Small catering
   promotions            reduce profit           services
        │                     │                     │
Better customer         May not solve        Attract regular
 relationships          long-term issues     business customers
        │
 Less investment
Source: author
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After comparing both options, Solution 1, online pre-ordering and local delivery, is the stronger choice for Basil’s Bakery. Solution 2 could improve customer loyalty and local promotion, but it still depends on people visiting the retail park. This means it does not fully address the main problem of lower footfall. In comparison, Solution 1 gives Basil the chance to reach customers who work from home or no longer visit the area regularly. It can also reduce waiting times and make ordering easier. Although there are extra costs and delivery risks, these can be controlled through careful planning. Overall, Solution 1 offers better long-term potential to increase sales, improve convenience and make the business more flexible.
[bookmark: _Toc1385885679]5. Risk Analysis for the Best Solution6. Risk Analysis for the Best Solution
Introducing online pre-ordering and local delivery involves some risks that Basil must manage carefully. One risk is the extra cost of setting up a website, arranging deliveries and buying suitable packaging, which could reduce profit if sales remain low. There is also a risk that too many online orders could create pressure on Basil because he is responsible for baking. Delivery delays or damaged products may also affect customer satisfaction and the bakery’s reputation. Technical problems with online payments could cause further difficulties. These risks can be reduced by starting with a small delivery area, limiting daily orders, using reliable technology and reviewing customer feedback regularly. A gradual launch would allow Basil to control costs and solve problems before expanding the service.
[bookmark: _Toc1669452691]6. Implementation Plan for Basil’s Bakery7. Implementation Plan for Basil’s Bakery
The recommended solution should be introduced in stages to reduce risk and control costs. During the first two weeks, Basil should compare simple online ordering platforms, choose suitable products for delivery and decide on a small local delivery area. In weeks three and four, the website should be set up with product details, prices, payment options and collection times. Week five should be used to test the system and identify any problems. From week six, Basil can launch online pre-ordering and limited delivery to customers. Sales, waiting times, delivery performance and customer feedback should then be reviewed each month. If the service performs well, Basil can gradually increase the delivery area and add more products or special offers.
[bookmark: _Toc137133025]7. Key Performance Indicators8. Key Performance Indicators
Basil should use clear performance measures to check whether online ordering and delivery are improving the business. Monthly sales should be monitored, with a target of increasing revenue by around 10% within six months. Basil should also measure the number of online orders, repeat customers and average order value. Customer waiting time is another useful indicator, as pre-ordering should make collection faster during busy periods. Order accuracy and delivery performance should also be reviewed to maintain service quality. Customer feedback can help Basil identify areas that need improvement. These measures should be checked every month so that problems can be identified early. Using KPIs will help Basil decide whether the new service is successful and worth expanding further.
[bookmark: _Toc2101022624]8. Conclusion9. Conclusion
· Basil’s Bakery is facing several challenges, including lower customer footfall, hybrid working, rising business costs and limited ordering options. 
· These issues have reduced sales and made the current business model less effective than before. 
· After comparing two possible solutions, online pre-ordering and local delivery is the stronger option because it can help Basil reach more customers and reduce dependence on people visiting the retail park. 
· Although the strategy involves some risks and extra costs, these can be managed through a gradual launch and regular performance checks.
·  By using clear targets, customer feedback and careful planning, Basil can improve convenience, strengthen sales and create a more flexible business that is better prepared for future changes in customer behaviour.




[bookmark: _Toc2010096222]List of References10. List of References
British Retail Consortium (BRC) (2026) Footfall falters as shoppers hold out for sales. Available at: https://brc.org.uk/news-and-events/news/corporate-affairs/2026/ungated/footfall-falters-as-shoppers-hold-out-for-sales/(Accessed: 7 August 2026).
Chapman, L. (n.d.) The importance of a strong pre-order sales strategy. The importance of a strong pre-order sales strategy [Acessed:16 August 2026].
Department for Business and Trade (2025) SME Digital Adoption Taskforce: Final Report. London: Department for Business and Trade. Available at: https://www.gov.uk/government/publications/sme-digital-adoption-taskforce-final-report (Accessed: 7 August 2026).
Department for Business and Trade (2025) Understanding technology adoption among UK SMEs. London: Department for Business and Trade. Available at: https://www.gov.uk/government/publications/understanding-technology-adoption-among-uk-smes (Accessed: 7 August 2026).
Department for Business and Trade (2026) SME Digital Adoption Taskforce: 2026 update. London: Department for Business and Trade. Available at: https://www.gov.uk/government/publications/sme-digital-adoption-taskforce-2026-update (Accessed: 7 August 2026).
Office for National Statistics (ONS) (2025) Who has access to hybrid work in Great Britain? Newport: Office for National Statistics. Available at: https://www.ons.gov.uk/employmentandlabourmarket/peopleinwork/employmentandemployeetypes/articles/whohasaccesstohybridworkingreatbritain/latest(Accessed: 7 August 2026).
Office for National Statistics (ONS) (2026) Retail sales, Great Britain: June 2026. Newport: Office for National Statistics. Available at: https://www.ons.gov.uk/businessindustryandtrade/retailindustry/bulletins/retailsales/june2026(Accessed: 7 August 2026).
















