

	Problem Solving and Decision-Making Report: Basil’s Bakery

1. Overview of the Case Study and Nature of the Problem

Basil’s Bakery is a small independent bakery located in a retail park in Coventry. Since opening in 2015, the business experienced sales growth by offering high-quality organic cakes, pastries and breads. However, the COVID-19 pandemic caused a significant reduction in customer footfall and sales. Although sales improved after restrictions were removed, they have remained approximately 25% below the 2019 level between 2023 and 2025.

Several factors are contributing to this problem. The retail park has become quieter, with shops closing and fewer people visiting. Some loyal customers have lost their jobs, while many office workers now work from home for part of the week. Customers have also requested delivery and pre-ordering services, but Basil currently struggles to provide these efficiently. At the same time, operating costs have increased, including rent, utilities, insurance, business rates and organic ingredients.

Therefore, the main problem is that Basil’s traditional business model depends heavily on physical customer footfall, while customer behaviour has changed. The bakery needs to increase sales and improve convenience without creating excessive additional costs.

2. Proposed Solutions

Solution 1: Introduce an Online Pre-Order and Delivery Service

The first solution is to introduce a simple online ordering system that allows customers to pre-order products for collection or delivery. Basil could create an online menu using the bakery’s website and social media pages. Customers could select products, choose a collection time or delivery slot, and pay in advance.

This solution directly addresses two problems identified in the case study. Firstly, customers who now work from home or no longer work in the retail park would still be able to purchase from Basil. Secondly, customers who currently experience long waiting times could place their orders before arriving.

The service could initially operate within a limited delivery radius and during specific times of the day. This would control costs and allow Basil to test demand before making a larger investment.
.




Solution 2: Develop Business-to-Business Catering and Local Marketing

The second solution is to reduce Basil’s dependence on individual retail customers by developing business-to-business sales. Basil could approach nearby offices, warehouses, local businesses and community organisations with catering packages.

Products could include breakfast boxes, pastry boxes, sandwiches, cakes and afternoon-tea packages. Regular business customers could receive discounts for larger or repeat orders. Basil could also introduce loyalty schemes and promotional offers aimed at local workers and residents.

The bakery could promote these services through social media, local community groups, Google Business Profile and direct contact with nearby businesses. Seasonal promotions could also be introduced, such as Christmas catering, birthday cakes and corporate events.

3a. PMI Evaluation of the Two Solutions

Pre-order and delivery service has a stronger direct connection to the problems identified in the case study. Customers have specifically requested delivery and pre-ordering, meaning there is already evidence of customer demand. It also allows Basil to respond to changing working patterns without abandoning the existing bakery premises.

3b. Preferred Solution

The preferred solution is Solution 1: online pre-ordering combined with a controlled delivery service.

The main reason is that it responds directly to customer requests while also addressing the decline in retail park footfall. Basil does not need to depend entirely on customers physically visiting the bakery. Instead, customers can order from home or work and receive their products at a convenient time.

The solution can also be introduced gradually. Basil could begin with a small delivery area, limited delivery times and a small online product range. This would reduce financial risk while allowing the business to measure demand.

Another important advantage is that pre-ordering could improve operational efficiency. Basil would have better information about expected demand, allowing him to prepare the appropriate quantities of products and potentially reduce waste. Customers would also experience shorter waiting times because orders would be prepared before collection.

The main risk is delivery cost. Therefore, Basil should set a minimum order value or delivery charge so that individual deliveries remain financially viable.

4a. Implementation Plan

The implementation should take place in stages.

Stage 1 – Research and preparation 
Basil should review customer demand, identify the most popular products and calculate the expected costs of online ordering, packaging and delivery. He should also establish a small delivery area and decide which days and times deliveries will operate.

Stage 2 – Online ordering system 
A simple online ordering platform should be introduced. The system should display products, prices, collection times and delivery options. Customers should be able to pay online.

Stage 3 – Delivery arrangements (Week 4):
Basil should identify a reliable local delivery option. A part-time driver or external delivery service could initially be used rather than employing a full-time driver.

Stage 4 – Staff training and testing (Week 5):
Basil and any staff should test the system, including receiving orders, preparing products, packaging, confirming payments and arranging deliveries. A small trial should take place before the service is fully launched.

Stage 5 – Launch and promotion (Week 6):
The service should be promoted through social media, posters in the bakery, loyalty cards and direct communication with previous customers. Customers should be encouraged to try the service with an introductory promotion.

Stage 6 – Review (Weeks 7–12):
Basil should review sales, number of online orders, delivery costs, customer feedback and waiting times. Changes should then be made based on the results.

4b. Reasons for Activities, Timing and Responsibilities

The activities should be completed in this order because Basil needs to understand demand and costs before committing significant money to the new service. Research should therefore come first.

The online system should be developed before promotion because customers need to have a functioning method of placing orders before the service is advertised. Delivery arrangements should also be confirmed before launch to prevent failed or late deliveries.

Basil should remain responsible for overall management and financial decisions because he owns the business. Staff should be responsible for preparing and packaging orders, while the delivery provider or driver should be responsible for transporting them.

A six-week implementation period is appropriate because the proposed service is relatively small and does not require Basil to change the bakery’s entire operating model. A three-month review will provide enough information to determine whether the service is increasing sales and whether delivery costs are sustainable.

5a. KPI and SMART Objectives

The main Key Performance Indicator (KPI) should be monthly sales revenue. This is appropriate because the central problem is that Basil’s sales have remained approximately 25% below the 2019 level.

The KPI should be supported by several SMART objectives:

1. Increase monthly sales revenue by 10% within six months of launching the online ordering and delivery service.

2. Generate at least 20% of monthly orders through the online system within three months of launch.

3. Achieve at least 50 online orders per month by the end of the third month.

4. Reduce average customer waiting time for pre-orders to less than five minutes within two months of launch.

5. Achieve a customer satisfaction score of at least 85% within six months, measured through short online feedback surveys.

These objectives are specific because they identify exactly what Basil wants to achieve. They are measurable through sales records, online orders, waiting times and customer feedback. They are achievable if the service is introduced gradually, relevant to the identified problems and time-bound through specific deadlines.

The longer-term objective should be to reduce the bakery’s sales gap compared with 2019 while creating a more flexible business model.

5b. Monitoring and Evaluation

Basil should monitor the KPI and SMART objectives using a simple monthly performance dashboard. At the beginning of implementation, he should record the current monthly sales figure as the baseline. Each month, the new sales figure can then be compared with the baseline.

Online orders should be recorded separately from walk-in orders. This will show whether the new service is generating additional revenue rather than simply transferring existing customers from the bakery counter to online ordering.

Delivery costs should also be monitored. For example, Basil should calculate the average delivery cost per order and compare this with the profit generated by each delivery. If delivery costs are too high, he could introduce a minimum order value or delivery charge.

Customer satisfaction should be measured through a short survey asking customers about ordering convenience, product quality, delivery reliability and waiting times.

After three months, Basil should conduct a formal review. If online sales are increasing and costs remain manageable, the service could be expanded. If performance is below target, Basil should investigate the reasons and adjust delivery times, product selection or promotional activities.

6. Key Findings

· PMI analysis indicates that both solutions have benefits, but online pre-ordering and delivery provides the most direct response to the problems identified.
· The recommended solution can be introduced gradually, limiting financial risk.
· Monthly sales revenue should be used as the main KPI, supported by SMART objectives covering online orders, waiting times and customer satisfaction.
· Regular monitoring will allow Basil to identify whether the solution is increasing sales and improving the long-term viability of the bakery.


