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												1.Abstract

	This report investigates post-pandemic sales stagnation at Basil’s Bakery(25% below 2019 levels).Utilising 5W2H,PESTLE and Fishbone framework, the analysis identifies lost footfall and capacity bootlenecks as root causes.Using solution 1(Digital Modernisation) is selected as the single best strategic solution based on PMI evaluation. Astructured implementation plan, risk analysis framework, SMART objectives and KPI’s  are presented to recover revenue and secure business viability.


												2.Introduction

	In the post-pandemic UK retail , small independent businesses face compound external pressures, including altered consumer mobility, remote working shifts and persistent cost inflation.Effective decision-making in small businesses requires structured problem identification to overcome cognitive biases and bounded rationality(Bazerman and Moore, 2013; Simon,1977).Basil’s Bakery, established in 2015 within a Coventry retail park, represents a prime case of an artisan business struggling to realign it’s operational model with changing consumer habits.
	Founded by Basil, and accomplished artisan baker, the bakery specializes in high-quality organic contemporary styled cakes, pastries and breads. It’s core customers being compruised of local retail shoppers, retail park employees and workers from nearby warehouses. However, since 2020, sales have stagnated at 25% below pre-pandemic levels, threatening financial viability as operational overheads continue to surge. 
	The objectives of this consultancy report is to provide a rigorous strategic diagnosis of Basil’s Bakery core operational and market problems. By synthesizing established analytical tools including: the 5W2H framework(Dhamak et al., 2025:Pretz et al., 2003), PESTLE analysis and Ishikawa(Fishbone) diagram. This report evaluates strategic options, establishes a PMI comparative assessment, selects the single best strategic solution and outlines a structured implementation plan, SMART objectives and KPI architecture to restore profitability.


												3.Nature and scope of Basil’s Bakery problems

	To accurately diagnose the underlying causes of performance decline at Basil’s Bakery, a multi-dimensional strategic problem analysis was conducted using 5W2H framework, PESTLE macro-environmental scanning and Fishbone root-cause mapping.

			5W2H problem definition analysis
	The 5W2H method(Dhamak et al., 2025; Pretz et al., 2003) provides a structured boundary for defining the nature and scope of organizational barriers affecting Basil’s Bakery across seven core questions:
	                                                                                                                     5W2H framework

	What
	Sales stagnation at 25% below 2019 baseline levels accompanied by sharply rising operational overhead costs.

	Who
	Basil (Owner/Master Baker) and lost core customer segments, primarily office and warehouse workers.

	When
	Initiated in 2020 following post-pandemic lockdown shifts and continuing through current operations.

	Where
	Shopping Retail Park located in Coventry, UK, currently affected by declining pedestrian traffic.

	Why 
	Structural shift due to post-lockdown transition, permanent 'Work From Home' culture, and retail closures.

	How
	Absence of delivery service options and operational bottlenecks causing slow service/long wait times during peak hours.

	How Much
	Financial deficit leaving total sales revenue stagnant at 25% lower than 2019 baseline levels.



	






			PESTLE Analysis
The PESTLE framework (Johnson et al., 2017) highlights the external macro-environmental pressures impacting Basil’s Bakery’s operating environment:
• POLITICAL: Increased local business rates in retail parks and evolving post-pandemic SME support policies.
• ECONOMIC: High cost of organic ingredients, stock budgeting challenges, and general overhead price inflation.
• SOCIAL: Permanent shift to 'Work from Home' (WFH) culture and widespread redundancies in local retail units reducing physical footfall.
• TECHNOLOGICAL: Surging consumer demand for delivery app integration and a complete lack of automated digital pre-ordering systems.
• LEGAL: Rising costs of mandatory commercial insurance and strict regulatory compliance with organic food standards.
• ENVIRONMENTAL: Impact of local shop closures in the retail park and raw material supply challenges for organic ingredients.


			Fishbone Diagram

	Using the Cause-and-Effect Fishbone Diagram model (Ishikawa, 1985), internal operational root causes were mapped across six critical categories leading to the head problem of 'Sales Below 25%':%:
• People: Widespread working from home (WFH) patterns and local shop closures in the immediate area.
• Environment: Quiet shopping park environment and an increasing number of empty retail units nearby.
• Technology: Total absence of delivery services and lack of a dedicated digital pre-order application.
• Increased Costs: Substantially higher utility bills and ongoing budgeting difficulties due to fixed overheads.
• Materials: Organic ingredient cost volatility and premium prices for stock raw materials.
• Process: Missed customer phone calls and long waiting times at the service counter during peak periods



4a. Solution 1 :Digital Modernization

	The Solution:Digital Modernization focuses on transforming Basil’s Bakery from a strictly footfall-dependent physical retail shop into a modern, tech-enabled digital ordering hub. Transitioning to online ordering and digital marketing builds consumer adoption by maximizing perceived usefulness and ease of use (Ellis-Chadwick and Chaffey, 2016; Venkatesh et al., 2003 ; Kartajaya et al., 2019).
Core Components of Digital Modernization:
1. Delivery App Integration: Third-Party Delivery Platform Onboarding to immediately capture remote office workers and local residents within a 3–5 mile radius of the retail park.
2. Click-and-Collect Portal: Implementation of a light web-based pre-order portal allowing local workers and commuters to order and pay in advance, eliminating peak-hour queue bottlenecks.
3. Hyper-Local Digital Marketing: Executing geo-fenced Instagram and Facebook ad campaigns targeting Coventry WFH demographics with promotional breakfast and lunch deals.



											4b. Solution 2: Stuff Recruitment

	The Solution: Stuff Recruitment focuses on solving operational bottlenecks and unlocking growth by expanding Basil’s Bakery’s core team. Rather than cutting costs, this approach invests directly in human capital to streamline service, increase production capacity, and capture new revenue channels.
Core Components of Solution 2:
1. Dedicated Front-of-House & Barista Staff: Hiring additional front-of-house staff during peak morning hours (07:30–10:30) to manage the counter, operate dedicated coffee machinery, and process pre-orders. This directly eliminates long queue wait times and prevents lost walk-away sales.
2. In-House Delivery & Dispatch Driver: Recruiting a dedicated local delivery driver to manage direct orders to nearby Coventry business parks and residential areas. This avoids high third-party platform commission fees (25%–30%) while guaranteeing high service quality and transit care for delicate organic products.
3. Digital Marketing & B2B Sales Specialist (Part-Time): Bringing in a part-time specialist responsible for managing social media channels, running hyper-local ad campaigns, and directly pitching corporate breakfast and catering packages to local office managers.



											5a.PMI Analysis for Solution 1: Digital Modernization

The Plus, Minus, Interesting (PMI) decision-making model provides an objective evaluation of Solution 1’s strategic viability.

	Plus
+
	Minus
-
	Intresting
?

	• Rapid market expansion beyond physical retail park boundaries.
(+7)
• Recaptures lost hybrid and WFH customers within a 3–5 mile radius.
(+5)
• Eliminates in-store queue bottlenecks during peak morning hours.
(+5)

(+17)
	• High third-party delivery platform commission fees (25%–30% per order).
(-5)
• Potential loss of product quality control during third-party transit.
(-6)
• Requires investment in packaging and online platform maintenance.
(-6)



(-17)
	• Generates valuable customer purchasing data to inform menu optimization.
(+5)
• Enables dynamic pricing and targeted promotional digital campaigns.
(+5)






(+5)







5b.PMI Analysis for Solution 2: Stuff Recruitment

PMI evaluation for Solution 2 examines internal operational capacity, service quality, and staff overheads.

	Plus
+
	Minus
-
	Interesting
?

	• Directly reduces queue bottlenecks and eliminates lost sales during peak morning hours.
(+5)
• Retains 100% of order margins by handling deliveries in-house rather than paying third-party platform fees.
(+7)
• Dedicated sales effort accelerates corporate B2B catering acquisition.
(+4)

(+16)
	• Increases fixed payroll costs (wages, pensions, NI) during a period of revenue uncertainty.
(-9)
• Requires ongoing management, scheduling, and training overhead for Basil.
(-7)
• Risk of underutilized staff during off-peak afternoon hours.
(-8)





                                                          
(-24)
	• Cross-training staff allows production scaling for seasonal spikes (e.g., holidays).
(+4)
• Stronger in-person staffing enhances customer service quality and community engagement.
(+4)







(+8)









5c. Selection of the Best Strategic Solution

Following a rigorous comparative evaluation of both proposed plans through the PMI framework, Solution 1: Digital Modernization is selected as the  best  solution  for Basil’s Bakery.
Strategic Justification for Selecting Solution 1: Digital Modernization
1. Alignment with Root Cause Diagnosis: The root cause analysis (5W2H, PESTLE, and Fishbone) conclusively demonstrates that Basil’s Bakery's 25% revenue deficit is driven primarily by external structural shifts—specifically the permanent transition of office workers to remote/hybrid working models and declining retail park footfall. Solution 1 directly overcomes physical geography by extending the bakery's commercial reach into customers' homes and remote offices.
2. Financial Viability: While Solution 2 (Staff Expansion) introduces significant fixed operational costs (recurring payroll, national insurance, and management overhead) during a period of depressed revenue, Solution 1 relies on low capital expenditure and variable cost structures. Third-party platform commission fees (25%-30%) are incurred only on realized, incremental sales, preserving cash flow liquidity.
3. Immediate Operational Efficiency: By implementing a web-based Click-and-Collect portal alongside delivery app integration, Solution 1 immediately solves the primary internal process bottleneck identified in the Fishbone diagram—long counter wait times and lost walk-away orders during peak morning hours.
On conclusion Solution 1 represents the most scalable, cost-effective, and strategically aligned path to eliminating the 25% sales gap and restoring long-term financial profitability.
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