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Introduction
The Olive Tree Bistro is a small Mediterranean restaurant located in Bristol, established in 2019 and known for its fresh, high-quality dishes and cosy ambiance. Despite initial success, the business has recently experienced a significant downturn, with sales falling by approximately 25% over the last year (Flight,2024). This decline poses a serious threat to the long-term viability and competitive position of the business in an increasingly saturated and fast-changing...

Explanation of the Business Problem 
The Olive Tree Bistro faces a critical business challenge: a 25% decline in sale over the past 12 months (Flight, 2024). To explore this issue in detail, the 5W2H method (Ohno,1988) identifies the dimensions of the problem. The ‘What’ is a significant drop in revenue; the ‘Why’ includes changing customer preferences, limited innovation in menu offerings, and increasing costs. The ‘Where’ is mainly the dining in service, especially on weekdays. The ‘When’ refers to the past 12 months, during which these trends become noticeable. The ‘Who’ includes customers, staff and the owner. The ‘How’ relates to declining footfall and reduced repeat visits. The ‘How much’ suggests a substantial impact on profitability and business sustainability.
A PESTEL analysis (Johnson et al., 2017) highlights external influences. Politically, Brexit has increased import costs for Mediterranean ingredients, affecting pricing and margins. Economically, high inflation and reduced consumer spending power have caused customers to favour cheaper dining options (ONS, 2023). Social factors, such as growing demand for fast and affordable meals, particularly among students and working professionals, have made the Bistro’s traditional sit-down service less appealing. Technologically, competitors have adapted quickly to digital tools like online ordering and delivery platforms, which The Olive Tree Bistro lacks. Environmentally, customers awareness of sustainability is increasing, yet the Bistro does not prominently promote any eco-friendly practices (DEFRA, 2022). Legally, compliance with hygiene and employment laws adds further operational pressure.
A Fishbone (Cause-and-Effect) diagram (Ishikawa, 1986) visualises the root cause of the decline: limited digital marketing (Promotion), high food costs (product), staff shortages and slow service (people), outdated menu (process), and strong competition from modern, tech-savvy businesses (place).

Proposed Solutions
Solution 1: Menu Innovation and staff Development
This solution focuses on refreshing the menu to meet changing consumer tastes while investing in staff training to improve service quality. According to Kotler and Keller (2016), innovation in product and service offerings is crucial to maintaining competitiveness. The current menu has remained largely unchanged for years, risking customer fatigue. Introducing new, cost-effective Mediterranean dishes, alongside seasonal specials, could help attract and retain customers. Additionally, formal training for staff in food hygiene, customer service and efficiency could improve operational standards and enhance the customer experience.
Solution 2: Digital Marketing and Delivery Integration
This solution proposes building a stronger online presence through digital marketing campaigns and joining delivery platforms like Deliveroo or Uber Eats. Armstrong and Cuningham (2018) highlight how digital channels are now essential for customer engagement and sales growth. The Bistro currently lacks an effective online strategy, limiting its reach to new audiences. By creating social media campaigns, targeted online ads and offering home delivery options, the business could increase its visibility and cater to changing dining habits. 

Evaluation of Solution
Digital Marketing and Delivery Integration
This solution targets external trends by expanding customer reach and adapting to preferences for convenience and online access. It aligns with growing consumer demand for takeaway and home delivery options, especially during economically uncertain times (Armstrong and Cuningham, 2018). Online platforms offer a new revenue stream beyond traditional dine-in services. However, joining delivery platforms comes....}. Solution 1 directly impacts customer experience, while solutions 2 taps into new markets and trends.

Risk Analysis
Any strategy carries risks. Using a risk matrix:
	Risk
	likelihood
	Impact
	Mitigation

	New menu items poorly received
	Medium 
	Medium 
	Pilot dishes as specials

	Staff turnover after training 
	High
	Medium
	Offer incentives for retention

	Online platform fees reduce profits
	High
	Medium
	Negotiate rates, monitor margins

	Overloading kitchen with online orders
	Medium
	High
	Stagger implementation, add staff


Anticipating these risks allows mitigation measures to reduce their impact (Hillson, 2017).

Implementation Plan
To assess the best way to implement the digital marketing and delivery integration strategy, a PMI (Plus, Minus and Interesting). A decision-making tool, developed by Eduward de Bono, PMI helps assess options by identifying their positive aspects (Plus), negative aspects (Minus), and other notable considerations (Interesting) (Johnson, 2019). This structured approach encourages balanced thinking and avoids bias by examine both strengths and weaknesses before deciding.
 
	Aspect
	Note

	Plus
	-Increased visibility through digital platform
-Additional revenue from online orders
-Meets customer expectation for convenience

	Minus
	-Commission fees from third-party platforms
-Requires staff adaptation to new processes 
-Potential service delays from higher volume

	Interesting
	-Data from online platforms can help inform menu choices and marketing strategies
-New customer base may shift brand identity



Based on this analysis, a phased implementation plan is recommended to reduce risk while maximising benefits.

	Phase 1
	Planning and Developing
Month 1-2
	-Design online marketing strategy -Set up and test ordering systems with one platform
-Train staff on digital processes and delivery packaging.

	Phase 2
	Rollout
Month 3-4
	-Launch digital campaigns across social media.
-Activate delivery partnerships (e.g. Uber Eats).
-Monitor early customer feedback and service flow. 

	Phase 3
	Review and Optimise

Month5-6
	-Analyse performance data and customer reviews.
-Adjust pricing, offers, or delivery logistics.
-Plan expansion to additional if successful.




Measuring Effectiveness
Success will be measured through both qualitative and quantitative KPIs, including sales revenue, online orders, customer footfall and survey results. Monitoring online engagement metrics will show the effectiveness of digital marketing. Regular monthly reviews against baseline data will allow adjustments as necessary (Kaplan and Norton,1996).  
Measure success by:
· Tracking platform usage (read rates, response times)
· Conducting employee satisfaction surveys at 1 and 3 months.
· Monitoring reduction in errors and complaints.
· Observing staff turnover and morale changes.
· Holding reviews meetings to assess progress and refine processes.

Conclusion
The Olive Tree Bistro is facing a changing decline in sale driven by both internal weaknesses and external market changes. This report identified the root cause through analytical tools such as 5W2H, PESTEL Analysis and Fishbone diagrams. Based on the evaluation, the chosen solution – Digital Marketing and Delivery Integration- offers strategic aligned with evolving consumer behaviour and technological trends.
By implementing this solution through a phased plan and mitigating potential risk using PMI analysis, the Bistro can improve visibility, accessibility and customer engagement. Monitoring KPIs such as sales growth and digital engagement will be vital for success. While challenges remain, this strategy offers a scalable and sustainable path forward to revitalise the business.




References
· Armstrong, G. and Cunningham, M.H. (2018) Principles of Marketing. Pearson Education.
· Defra (2022) Sustainability and Consumer Food Choice in the UK. UK Government.
· Flight, C. (2024) Internal Analysis of The Olive Tree Bistro. Unpublished case study.
· Hillson, D. (2017) Practical Project Risk Management. Management Concepts Press.
· Ishikawa, K. (1986) Guide to Quality Control. Asian Productivity Organization.
· Johnson, G., Scholes, k. and Whittington. (2017) Exploring Strategies. Pearson Education.
· Kaplan, R.S. and Norton, D.P. (1996) The Balanced Scorecard. Harvard Business Review Press.
· Kotler, P. and Keller, K.L. (2016) Marketing Management. 15th edn. Pearson Education.
· Office for National Statistics (ONS) (2023) UK Consumer Price Inflation Reports. ONS.
· Ohno, T. (1988) Toyota Production System; Beyond Larger-Scale Production. Productivity Press. 



