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Executive Summary  
Basil’s Bakery, an artisan bakery in Coventry Retail Park, has experienced a sustained 25% decline in sales compared to 2019 levels. The root cause is a structural mismatch between its traditional business model and permanently altered customer behaviours driven by hybrid working, reduced footfall, and increased demand for delivery. Two solutions were evaluated using a PMI framework: (A) Digital delivery and online pre‑ordering, and (B) Hiring a part‑time assistant. Solution A scored +18, outperforming Solution B (+10), and directly addresses the fundamental loss of home‑based customers. A one-week implementation plan using free digital tools is proposed, supported by a KPI measuring weekly revenue from delivery and pre‑orders, and a SMART objective targeting a 20% sales increase within three months. This report concludes that digital adoption is essential for restoring sales and ensuring long‑term viability.
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1. [bookmark: _Toc235136802]OVERVIEW OF BASIL’S BAKERY
Sales at Basil’s Bakery remain 25% below 2019 levels due to permanent structural changes in customer behaviour, most notably reduced footfall caused by hybrid working and the absence of a delivery service. As the report states, “many loyal customers would buy if delivery existed-the largest missed opportunity.” The evaluation clearly shows that, Solution A-digital delivery and an online preorder system-directly addresses this core issue, outperforming Solution B in the PMI analysis (+18 vs. +10).
The proposed one‑week implementation plan is operationally feasible for a sole trader and uses free digital tools, allowing Basil to launch quickly and begin recovering lost demand. Implementation can be confirmed when “the tasks are visibly completed, the KPI data shows new revenue from delivery and pre‑orders, and the weekly reviews are being conducted to monitor progress.” The KPI—weekly revenue from delivery and online preorders—provides a direct measure of effectiveness, while the SMART objective (20% sales increase within three months) offers a clear, time‑bound target.
Overall, the evidence demonstrates that digital adoption is not only the most effective solution but an essential strategic shift for restoring sales, reaching home‑based customers, and ensuring the long‑term viability of Basil’s Bakery in a permanently changed retail environment.




2. [bookmark: _Toc235136803]PROPOSED SOLUTIONS
The Ishikawa (fishbone) analysis identified root causes linked to reduced footfall, lack of delivery options, and operational inefficiencies. Two solutions were developed to directly address these root causes rather than treating symptoms.

[bookmark: _Toc235136804]2.1 Solution A: Digital Delivery & Online Pre‑order System
Is now essential for small retailers. This solution introduces an online pre‑order system (via Google Forms) and partnerships with third‑party delivery platforms such as Uber Eats or Just Eat. Orders would be received through a tablet, prepared by Basil, and delivered by platform drivers.
Key advantages include:
· Reaching home‑based workers who “would buy if delivery existed”
· Eliminating missed phone calls
· Aligning with the permanent shift toward convenience
· Requiring no upfront investment
· Allowing immediate testing with a limited menu
OECD (2026) supports this direction, reporting that online orders among SMEs doubled from 23% to 43% between 2013 and 2023, proving that digital adoption.

[bookmark: _Toc235136805]2.2 Solution B: Hire a Part‑Time Morning Assistant
This solution involves hiring a part‑time assistant (8:00 AM–12:00 PM, four days per week) to answer phones, pack pre‑orders, and manage the counter.
Benefits include:
· Reduced workload and stress for Basil
· Improved phone answer rates
· Shorter queues
· Maintained direct customer relationships
· Low staffing cost
[bookmark: _Int_pnr8le1a]However, this option does not provide delivery, meaning home‑based workers still cannot buy. It also remains dependent on declining footfall and does not address the structural shift in demand.
As the report states, “Solution A scored +18, outperforming Solution B (+10), and directly addresses the fundamental loss of home‑based customers.”
[bookmark: _Int_RTbeVRRO]In contrast, Solution B’s benefits are limited to in‑shop efficiency and do not contribute to long‑term revenue recovery.




3. Evaluation Results and Justification
Three criteria were used to evaluate the proposed solutions:
1. Ability to address structural demand changes
2. Operational feasibility for a sole trader
3. Financial risk
The PMI analysis (see Appendix 1), shows a clear performance gap between the two options. Solution A (Digital Delivery & Online Pre‑Order System) achieved a total score of +18, while Solution B (Part‑Time Assistant) scored +10. This difference reflects the extent to which each solution addresses the root causes identified in the Ishikawa diagram.
Why Solution A Outperforms Solution B
Solution A directly targets the structural decline in footfall caused by hybrid working. As stated in the report, “many loyal customers would buy if delivery existed—the largest missed opportunity.” By introducing delivery and digital pre‑ordering, Basil’s Bakery can reach home‑based workers who are currently unable to purchase due to the lack of delivery options. This makes Solution A the only option that recaptures lost demand rather than relying on footfall recovery, which is outside Basil’s control.
The PMI results reinforce this strategic advantage. Solution A’s strongest “Plus” items include:
· “Reaches home‑based workers (lost customers would buy if delivery existed)”
· “No upfront investments (app commission only)”
· “Collects customer data for future marketing”
These benefits align directly with the bakery’s long‑term needs. OECD (2026) further supports this direction, reporting that online orders among SMEs doubled from 23% to 43% between 2013 and 2023, showing that digital adoption is now essential for small retailers.
Solution B, while operationally helpful, does not address the structural shift in customer behaviour. Its PMI “Minus” column highlights critical limitations:
· “No delivery, home workers still cannot buy”
· Still dependent on retail footfall”
· “Does not address customers wanting delivery”
Although hiring an assistant would reduce Basil’s workload and improve phone answer rate


[bookmark: _Toc235136806]4. Implementation Plan
A one‑week implementation plan is proposed (see Appendix 2). It includes platform registration, pre‑order setup, packaging preparation, app training, launch, promotion, and a first‑week review.
[bookmark: _Toc235136807]4.1 Justification for the Implementation Plan
Order: Tasks follow a logical dependency chain. Platform registration is prioritised due to approval delays. Pre‑order setup runs in parallel. Packaging preparation and training occur immediately before launch to maximise readiness and procedural memory. Promotion follows launch to convert interest into orders.
Scheduling: A 7‑day timeline creates urgency and momentum, consistent with Kotter (1996). A slower rollout would delay revenue recovery.
Responsibility: Basil is responsible for all tasks due to being the sole owner‑baker. Direct control ensures consistency and builds essential platform experience for future negotiations or troubleshooting.
[bookmark: _Int_02h6KyGv]Implementation can be verified through a Practical, layered monitoring approach that combines direct observation measurable KPIs and regular review cycles.
 Direct Verification of Implementation Activities
[bookmark: _Int_0WpQ78iO]A foundational step in evaluating progress is to confirm whether each task outlined in the Implementation Plan has been completed. This involves verifying the operational status of all required components:
[bookmark: _Int_C936ZAN3]• Platform Registration — Confirm whether Basil’s bakery is live on Uber Eats or Just Eat and can be found through the app.
“Is Basil live on Uber Eats or Just Eat? Can you find the bakery on the app?”
• Online Pre‑order Form — Check whether the Google Form or QR code is displayed in the shop and on social media, and whether it successfully accepts orders.
[bookmark: _Int_v8yCQhnQ]• Packaging — Ensure that delivery‑appropriate boxes and bags are consistently used.
• Training — Assess Basil’s ability to confidently navigate the tablet or app dashboard.
• Launch — Verify that the planned 10–12 lunch items are available for delivery.
[bookmark: _Int_cRbGrrT3][bookmark: _Int_OeYy8F0N]• Promotion — Confirm that A4 promotional signs are displayed and that social media posts have been published.
• Email Collection — Check whether the pre‑order form’s email field is functioning and capturing customer data.
Completion of these tasks provides visible evidence that the operational foundations of the plan are in place.




[bookmark: _Toc235136808]5. KPI and SMART Objective Justification
[bookmark: _Toc235136809]5.1 KPI Justification
[bookmark: _Int_uPAkXC7v]Weekly sales revenue from delivery and online pre‑orders was selected because it directly measures the effectiveness of Solution A. It is objective, easy to track via app dashboards and form submissions, and directly linked to the root problem. OECD (2024) case studies show measurable revenue increases within weeks when bakeries adopt delivery channels.
Monitoring the Key Performance Indicator (KPI)
The primary indicator of implementation success is the weekly sales revenue generated from delivery and online pre‑orders.
• Measurement — Basil can obtain and view this data directly from the delivery app dashboard and Google Form submissions. 
• Baseline and Target — Current weekly sales total e.g. £3,350. The target is £4,020, representing a 20% increase within three months. Tracking progress toward this target provides the clearest measure of effectiveness.
[bookmark: _Toc235136810]5.2 SMART Objective Justification
· Specific: Increase weekly total sales revenue by 20% within three months.
· Measurable: Track revenue per channel via app reports and form submissions.
· Achievable: Customer interest and OECD data (15–30% increases for SMEs adopting digital channels) support a realistic 20% uplift.
· Relevant: Directly addresses the sales shortfall without relying on footfall recovery.
· Time‑Bound: Achieve within 90 days of launch, providing urgency and a clear evaluation point.
Monitoring the Key Performance Indicator (KPI)
· The primary indicator of implementation success is the weekly sales revenue generated from delivery and online pre‑orders.
• Measurement — Basil can obtain and view this data directly from the delivery app dashboard and Google Form submissions. 
• Baseline and Target — Current weekly sales total e.g. £3,350. The target is £4,020, representing a 20% increase within three months. Tracking progress toward this target provides the clearest measure of effectiveness.

.              Assessing Progress Against SMART Objective

Implementation can be confirmed when all operational tasks are visibly completed, KPI data demonstrates revenue generation from delivery and pre‑order channels, and weekly reviews show consistent monitoring and adjustment. As stated in the document, “you know Basil has implemented the plan when the tasks are visibly completed, the KPI data shows new revenue from delivery and pre-orders, and the weekly reviews are being conducted to monitor progress.”
[bookmark: _Int_w34lfQoz]These criteria ensure that performance is evaluated systematically and objectively.

       Weekly Review and Ongoing Monitoring
The plan specifies a Week 1 review followed by continuous weekly monitoring. Basil should evaluate:
• Delivery Order Volume - Number of daily delivery orders.
• Pre‑order Responses -Volume of collection orders submitted through the form.
• Missed Calls - Whether the number of unanswered calls has decreased.
[bookmark: _Int_iIqJv7FP]• Customer Feedback — Insights from customers regarding the new service.
Positive trends—such as increased delivery orders or reduced missed calls—indicate successful implementation. If progress stalls, Basil can make data‑driven adjustments, including expanding menu options or offering promotional discounts.



Summary of Evidence
	     WHERE TO CHECK
	     WHERE TO FIND IT
	    WHAT IT CONFIRMS

	Implementation Plan Tasks
	Physical/Digital presence (app, QR Codes, packaging, social media)
	Tasks 1-7 Complete

	KPI: Weekly Revenue	
	Delivery app dashboard and Google Form submissions
	Evidence of sales through new channels

	SMART Objectives	

	Revenue reports compared against the 20% target
	Progress toward strategic goals	


	Weekly Review

	Basil’s records (orders, missed calls, customer feedback)
	Active management and iterative improvement 	



	
[bookmark: _Int_NxKsp0EM][bookmark: _Int_pGurmeEd]Implementation can be confirmed when all operational tasks are visibly completed, KPI data demonstrates revenue generation from delivery and pre‑order channels, and weekly reviews show consistent monitoring and adjustment. As stated in the document, “you know Basil has implemented the plan when the tasks are visibly completed, the KPI data shows new revenue from delivery and pre-orders, and the weekly reviews are being conducted to monitor progress.”







[bookmark: _Toc235136811]
6. Conclusion
Sales at Basil’s Bakery remain 25% below 2019 levels due to permanent structural changes in customer behaviour, most notably reduced footfall caused by hybrid working and the absence of a delivery service. As the report states, “many loyal customers would buy if delivery existed—the largest missed opportunity.” The evaluation clearly shows that Solution A—digital delivery and an online preorder system—directly addresses this core issue, outperforming Solution B in the PMI analysis (+18 vs. +10).
[bookmark: _Int_A9NDIC2R][bookmark: _Int_FUARpbuq]The proposed one‑week implementation plan is operationally feasible for a sole trader and uses free digital tools, allowing Basil to launch quickly and begin recovering lost demand. Implementation can be confirmed when “the tasks are visibly completed, the KPI data shows new revenue from delivery and pre‑orders, and the weekly reviews are being conducted to monitor progress.” The KPI—weekly revenue from delivery and online preorders—provides a direct measure of effectiveness, while the SMART objective (20% sales increase within three months) offers a clear, time‑bound target.
Overall, the evidence demonstrates that digital adoption is not only the most effective solution but an essential strategic shift for restoring sales, reaching home‑based customers, and ensuring the long‑term viability of Basil’s Bakery in a permanently changed retail environment.
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[bookmark: _Toc234415579][bookmark: _Toc235136813]8 Appendices 
[bookmark: _Toc234415580][bookmark: _Toc235136814]  Appendix 1 - PMI TABLE
  
The PMI (Plus, Minus, Interesting) technique developed by Edward de Bono is a structured decision-making tool, that encourages thinking beyond simple pros and cons. The PMI adds an “Interesting” column to capture neutral observations, unintended consequences and creative possibilities.
Solution 1: Online pre-order +Delivery via Third- Party Apps
	 
                   PLUS 
	 
                MINUS 
	 
     INTERESTING 

	Reaches home base workers. (Lost customers would buy if delivery existed) (+5) 
 
No upfront investments (app commission only) (+5) 
 
Collects customer data for future marketing. (+4) 
 
Provides visibility on platforms. (+3) 
 
 
Scales easily. (No extra staff required) (+4) 
	High commission reduces margin. (-4) 
 
Loss of direct customer relationship. (-3) 
 

Platform fee increases unpredictable. (-3) 
 
  May conflict artisan brand image. ( -2) 
 
	App algorithms may promote bakery to new local customers. (+3) 
 
Could test demand with zero fixed. (+4) 
 
Platform consolidation may disrupt terms. (-2) 
 
Self-delivery can reduce commission from 30-12% if Basil later hires drivers. (+4) 
 
 
 
 
 
 
 
 
 
 

	· (+21) 
	· (-12) 
	· (+9) 


NET TOTAL= (+18
Solution 2: Part-Time Assistant 
	         
                     PLUS 
	 
                   MINUS 
	 
    INTERESTING 

	Reduces Basil’s workload and stress. 
(+4) 
 
Improves phone answer rate. 
(+5) 
 
Cuts queue waiting times. (+4) 
 
Maintains direct customer relationship. (+4) 
 
Low monthly cost (depending on age. Eg a person over 21@16hrs/wk £203.36). (+5) Low (Pay Commission, 2026) 
 
 
	No delivery, home workers still cannot buy. (-5) 

 
Requires recruitment and 
training. (-3) 


 
Still dependent on retail footfall. (-5) 

 
Does not address customers wanting delivery. (-5) 
	Provides a second pair of hands for cleaning/stocking. (+3) 
 
Could later add delivery if assistant has spare time. (+4) 


 
May reveal other operational inefficiencies. (+1) 



 
No ability to reach remote workers. (-2) 
 

	· (+22) 
	· (-18) 
	· (+6) 



NET TOTAL= (+10)







[bookmark: _Toc234415581][bookmark: _Toc235136815]Appendix 2 - IMPLEMENTATION PLAN

STAGNATION OF SALES
Sales are 25% below 2019 levels due to permanent footfall decline, hybrid/remote working, no delivery service and a broken phone-based pre-order system.

Launch online pre-order (via a simple web form) and delivery (via third party apps such as Uber Eats or Just Eat) to reach home-based loyal workers and capture lost demand. 
	       TASK 
	       WHAT 
	      WHEN 
	        WHO 
	 DONE 

	1 
	Register with delivery platform(s)- sign up for Uber Eats (or Just Eat); provide business details, menu, bank account and photos of products. 
	Day 1-2 
	BASIL 
	·  

	  2 
	Set up simple online pre-order form.  
Generate a QR code for in shop display. 
	Day 2 
	BASIL 
	·  

	3 
	Prepare delivery friendly packaging. 
 
	Day 3 
	BASIL 
	·  

	4 
	Train Basil on app/tablet management. 
	Day 4 
	BASIL 
	·  

	5 
	Lauch delivery service with limited menu.  
	Day 5 
	BASIL 
	·  

	6 
	Promote the new service.   
	Day 5-7 
	BASIL 
	·  

	7 
	Collect customer emails for direct Marketing.  
	Ongoing  
(from Day 5) 
	BASIL 
	·  

	8 
	Review first week performance.  
	Day 8 
	Basil 
	·  



Adapted from: Institute of Leadership & Management (2013) Super series solving Problems and Making Decisions. 5th Ed Page 102. Routledge


[bookmark: _Toc234415582]Appendix 3 - KEY PERFORMANCE AND SMART TABLE
PROBLEM: Sales of 25% below 2019 levels due to permanent football decline, hybrid working, no delivery service and a broken phone pre-order system.
SOLUTION: Digital delivery and online pre-order solution.

Key Performance Indicators (KPI) and SMART objective.
Weekly sales revenue from delivery + online pre-order. Target 20% increase within 3 months


SMART OBJECTIVES
	SPECIFIC
	MEASURABLE
	ATTAINABLE
	RELEVANT
	TIME-BOUND

	Increase weekly total sales revenue by 20% within three months of launch driven by delivery and pre-order channels.
	Track revenue per channel via app reports (delivery) and form submission (pre-order) objective viable data no guesswork required.
	Based on last customers expressing interest in delivery at 20% uplift is realistic. OCED data shows 15 to 30% increase for SMEs adopting digital channels.
	Directly addresses the sales shortfall without requiring food for recovery. Targets the root problem (permanent demand shift) without relying on uncontrollable external factors
	Achieved by 90 days after launch. Creates urgency in the clear deadline for evaluation and decision making.
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