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[bookmark: _Toc237712659]Case Overview and Problem Analysis
Basil's Bakery is a small independent artisan bakery in a shopping retail park in Coventry, UK. Since opening in 2015, the Company has been suffering from declining sales and footfall, with the COVID-19 pandemic hurting the business dramatically in 2020. From 2023 to 2025, revenues have enjoyed a leveling where the revenue in 2025 about 25% below that of 2019, which raises questions regarding the long-term sustainability of the business.
Three interconnected root causes explain this sustained underperformance. The first is that the change towards hybrid working has seen a reduction in the number of office staff who transit through the retail park every day, for good reason. More than a third of all UK employees now work at least some of the time from home, which in turn significantly impacts how much people visit places like Basil's retail park at lunchtime and their morning commute (Office for National Statistics, 2024). According to Springboard, retail park footfall in the UK is not cyclical, as the level is currently 13.7% down on 2019 figures. Secondly, Basil does not offer delivery or pre-orders. Customers who no longer commute past the bakery have no means of purchasing from him, and enquiries about delivery have gone unanswered due to operational constraints. Third, there has been a significant increase in overheads since 2019. Overall, bills, rents, business rates and insurance have all increased in price, and Basil only obtains organic ingredients, which makes his stock prices very volatile, making it difficult to handle in the event of a disconnection in his supply chain.
Using a PESTLE approach, the economic dimension is dominant. Food price inflation reached its highest level of 19.1% in March 2023 before slowing, and whilst this saw costs for small food businesses increase by around 100% between 2020 and 2024, the farming sector remained relatively stable. The social dimension is equally significant: hybrid working is now a settled structural feature of UK working life rather than a temporary pandemic response (Benedic, 2024; Office for National Statistics, 2024).
[bookmark: _Toc237712660]Proposed Solutions
There are two courses of action that are recommended to deal with Basil's downward revenue trends.
· Solution 1 is a Digital Pre-Order and Local Delivery Service. Basil would implement a basic online pre-order mechanism and allow customers to place an order before 8 am for collection, which would be assumed to arrive within a pre-defined radius of the local area. This model is one that addresses the heart of the issue: loyal customers who have migrated to hybrid working can no longer visit in person but retain both the appetite and the means to purchase Basil's products. Al Maalouf et al. (2025) have found that convenience and the ease with which consumers can order food are the key factors that influence consumers' decisions to adopt an online food platform, while consumers' purchase intention increased significantly when their ordering is reliable and available. Bonfanti et al. (2023) determined that customer satisfaction and repeat purchases were significantly higher for food businesses that were proactive in managing their customers' expectations concerning their ordering and delivery practices. The pre-order functionality also enables Basil to bake to confirmed demand, which helps to minimise food waste and the losses and costs incurred from food that is unsold.
· Solution 2 is a plan for local businesses that provides a Corporate Catering Subscription. Basil would go into office-based organisations in the vicinity of the retail park, selling a weekly or fortnightly subscription for them to get a selection of baked goods to their workplaces. This model allows for revenue to be moved from uncertain walk-in business to a steady, fixed income. Meena and Kumar (2022) found that food businesses which diversified into volume-committed models during the pandemic reported consistently more stable revenue outcomes than those relying on reactive walk-in customers. 
[bookmark: _Toc237712661]Evaluation of Solutions
[bookmark: _Toc237712662]PMI Analysis
Both solutions were subjected to the PMI check developed by Edward de Bono, which evaluates both by breaking them down into three different sections: Plus (Benefits), Minus (Drawbacks) and Interesting (neutral observations with strategic relevance). The full PMI tables are included in Appendix A.
Solution 1 created a robust Plus profile: it provides the connection between Basil and his loyal customers, requires low levels of capital investment, and there is good evidence of increased demand from consumers. The most obvious one, called Minus, is a capacity conflict: Basil can not bake while simultaneously reliably delivering the bread without decreasing either baking time or delivery reliability. Beyond the positive impact on cash flow, it is believed that pre-order information collected over a period of time will have a good impact on stock planning and reduce waste.
Solution 2 resulted in a moderate plus profile, as scheduled deliveries were easier to handle than orders placed by consumers being receptive. There is also a category that provides a collection risk depending on a handful of accounts, and if one of those users cancels their account, it could leave them in a vulnerable position.
[bookmark: _Toc237712663]Selected Solution and Rationale
Solution 1 is recommended. Its Plus profile is more developed, and its operation is more manageable and becomes more in tune with Basil's existing customer base and capacity. Audia et al. (2024) argue that sound organisational decision-making prioritises options that build on existing capabilities rather than requiring entirely new competencies. With a structured pre-order mechanism, Basil's capability of baking is already in use, but without imposing the special demands of sales and relationship management solutions as required by Solution 2. This decision also follows the principle of bounded rationality as described by Giarlotta and Petralia (2024): In the absence of unlimited resources and information, the choice of optimal decision is not determined by the ideal conditions under which the actual decision will be made but by the decision that is possible in the current, limited resources and information.
[bookmark: _Toc237712664]Implementation Plan
[bookmark: _Toc237712665]Plan Overview
The complete plan is included in Appendix B. It covers six activities across a 12-week timeline.
The first 2 weeks are a discovery period, where Basil starts to pinpoint an ordering platform, plan his delivery zone and set cut-off times. Technical set-up involves constructing the online menu, testing it to see how the system will function, and producing in-store signage for the bakery, which is expected to be completed around weeks 3 and 4. Week five is a soft launch, restricted to existing loyal customers via social media only, to identify any operational problems before the public launch. Daily tracking of order volume and delivery schedules, as well as the complete public launch, are described in the weekly schedule found in weeks 6-8. Formal operational review in weeks 9 to 12 and operational changes in the area of the delivery zone and cut-off times based on real demand data.
[bookmark: _Toc237712666]Justification
It is intentional that the sequence of events is phased. The simultaneous launch might exceed Basil's ability, diminish the quality and reliability of their brand, and expose the system before it is ready for its actual situations. Iterative, phased implementation is one of the most important factors of success in small-scale problem solving; it leaves time to correct errors in implementation before the eventual failure becomes costly (Sorooshian, 2025). Starting week six, deliveries should be made as a part-time job, with incremental revenues poured into paying for this.
[bookmark: _Toc237712667]KPI and Performance Monitoring
[bookmark: _Toc237712668]KPI and SMART Objectives
Only one KPI has been selected, and this is Monthly Revenue, which includes a baseline measure before 2019 when it declined. This KPI is based on three SMART Objectives.
· Objective 1: Get at least 20 confirmed pre-orders every week within 6 weeks starting from the full launch of the product, as per the order log on the online platform. Based on the loyal customer base that Basil already has, this target is achievable and yet ambitious enough to validate the service.
· Objective 2: Revenue growth to achieve a 10% monthly increase within the same period of time in 2025, measured via monthly point-of-sale totals. Comparing to the same month in 2025 isolates the contribution of the new service from seasonal variation.
· Objective 3: Within 8 weeks of being launched, achieve a customer satisfaction rating of 4 out of 5 or above on the ordering platform.
[bookmark: _Toc237712669]Monitoring and Evaluation
Basil should conduct a structured review of all three objectives and the overall KPI at the end of each calendar month. Mtau and Rahul (2024) found that businesses which aligned KPI review cycles to decision-making timescales achieved significantly better performance outcomes than those measuring infrequently or reactively. At the root of a KPI's effectiveness is that it is not used as a retrospective summary, but instead as a trigger for decisions in advance, Schrage et al. (2024) contend. If the 10% revenue target is not met by month three, the solution has not failed; it needs to be adjusted through the delivery zone, cut-off time, or marketing approach. In addition to the revenue information, customer satisfaction data can highlight operational issues early before they show up in declining sales figures.
[bookmark: _Toc237712670]Key Findings
· Hybrid working, increasing overheads, and no online ordering option are the three reasons Basil's bakery has suffered a continuous 25% sales drop.
· The PMI technique was used to evaluate both proposed solutions.
· A digital pre-order and local delivery service was selected as the preferred solution because of the plus profile of the digital pre-order and the fact that this aligns with Basil's current baking capabilities.
· A phased 12-week implementation plan was devised to ensure smooth operation whilst implementing.
· The key performance indicator is Monthly Revenue against the baseline of 2019, aided by three SMART objectives for order volume, revenue growth, and customer satisfaction.
· It is suggested to conduct monthly reviews with decision triggers that will allow the solution to be responsive to the actual trading conditions.



[bookmark: _Toc237712671]References
Al Maalouf, N. J., Sayegh, E., Makhoul, W., and Sarkis, N. (2025). Consumers' attitudes and purchase intentions toward food ordering via online platforms. Journal of Retailing and Consumer Services, 82, 104151.
Audia, P. G., Laureiro Martinez, D., and Newark, D. A. (2024). Decision making and problem solving in organizations: assessing and expanding the Carnegie perspective. Frontiers in Psychology, 15, 1455794.
Benedic, M. (2024). Hybrid work for small businesses: strategies for reaping benefits. Journal of Business Strategy, 45(1), 41-47.
Bonfanti, A., Rossato, C., Vigolo, V., and Vargas-Sánchez, A. (2023). Improving online food ordering and delivery service quality by managing customer expectations: evidence from Italy. British Food Journal, 125(13), 164-182.
Bou Hatoum, M., Nassereddine, H., Musick, S., and El-Jazzar, M. (2023). Investigation of PESTEL factors driving change in capital project organizations. Frontiers in Built Environment, 9, 1207564.
Cabras, I., Shakina, E., Waehning, N., Sohns, F., and Bosworth, G. (2023). Brewing at the time of COVID: the impact of the pandemic crisis on UK craft breweries and its implications for the sector and local economies. Regional Studies, 57(10), 1937-1953.
Giarlotta, A., and Petralia, A. (2024). Simon’s bounded rationality: A. Giarlotta, A. Petralia. Decisions in Economics and Finance, 47(1), 327-346.
Hill, A., and Cheshire, J. (2023). An Investigation of the Impact and Resilience of British High Streets Following the COVID-19 Lockdown Restrictions: A. Hill and J. Cheshire. Applied Spatial Analysis and Policy, 16(2), 537-559.
Manso, D. F., Parnell, G. S., Pohl, E., and Belderrain, M. C. N. (2024). Gaps in strategic problem‐solving methods: A systematic literature review. Journal of Multi‐Criteria Decision Analysis, 31(1-2), e1828.
Meena, P., and Kumar, G. (2022). Online food delivery companies' performance and consumers expectations during Covid-19: An investigation using machine learning approach. Journal of Retailing and Consumer Services, 68, 103052.
Mtau, T. T., and Rahul, N. A. (2024). Optimizing business performance through KPI alignment: A comprehensive analysis of key performance indicators and strategic objectives. American Journal of Industrial and Business Management, 14(1), 66-82.
Ntounis, N., Saga, R. S., Warnaby, G., Lorono-Leturiondo, M., and Parker, C. (2023). Reframing high street viability: A review and synthesis in the English context. Cities, 134, 104182.
Office for National Statistics (2024). Who are the hybrid workers? [online] Ons.gov.uk. Office for National Statistics. Available at: https://www.ons.gov.uk/employmentandlabourmarket/peopleinwork/employmentandemployeetypes/articles/whoarethehybridworkers/2024-11-11 [Accessed 15 Aug. 2026].
Schrage, M., Kiron, D., Candelon, F., Khodabandeh, S., and Chu, M. (2024). The future of strategic measurement: Enhancing KPIs with AI. Future.
Sorooshian, S. (2025). Artificial Intelligence Think Tank: a modern problem-solving framework. Frontiers in Artificial Intelligence, 8, 1603562.
Tofade, T., Elsner, J., and Haines, S. T. (2013). Best practice strategies for effective use of questions as a teaching tool. American journal of pharmaceutical education, 77(7), 155.
Viale, R., Gallagher, S., and Gallese, V. (2023). Embodied bounded rationality. Frontiers in Psychology, 14, 1235087.
2

