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1. Abstract
This report examines the decline in sales at Basil's Bakery since 2020, identifying reduced retail-park footfall, hybrid working and rising overheads as the key causes. Two solutions are evaluated using a PMI (Plus, Minus, Interesting) framework: an online pre-order and delivery service, and diversification into wholesale and corporate catering. The delivery service is recommended. An implementation plan, risk analysis, KPIs and a SMART objective are proposed to guide its execution.
2. Introduction
Basil's Bakery is an independent, artisan bakery located in a shopping retail park in Coventry, UK. Since opening in 2015, it has built a loyal following among shoppers, retail staff and workers from a neighbouring industrial estate, thanks to Basil's commitment to high-quality organic ingredients and contemporary cakes, pastries and breads. Sales grew steadily until 2020, when pandemic-related restrictions caused a sharp fall in footfall. Although trading resumed once restrictions were lifted, sales between 2023 and 2025 have remained roughly 25% below 2019 levels, suggesting a structural rather than a temporary shift in demand.
As the appointed business consultant, this report investigates the underlying causes of Basil's declining performance and proposes practical, evidence-based solutions. It sets out the scope of the problem, evaluates two potential solutions against one another using a PMI framework, recommends the stronger option, and presents an implementation plan supported by a risk analysis, key performance indicators (KPIs) and a SMART objective to help restore the bakery's sales and long-term viability. The detailed PMI and risk-analysis workings are presented in the appendices, with the main findings summarised in the body of the report.
3. Nature and Scope of Basil's Bakery Problems
Basil's declining sales stem from a combination of external market changes and internal operational constraints, which together are compressing his profit margins:
1. Reduced footfall: the retail park is visibly quieter in 2019. Units are closing every few months with no new tenants replacing them, reducing the passing trade that Basil's Bakery depends on.
1. Loss of loyal customers: some of Basil's most regular customers, employed in neighbouring shops, have been made redundant as those units closed.
1. Reduced lunch purchases: Office workers from the industrial estate now work from home several days a week, reducing the frequency of lunchtime purchases.
1. Unmet customer demand: loyal customers have asked for delivery and pre-order options, but Basil cannot reliably provide either, as he is needed on-site to bake and often cannot answer the phone. This results in missed sales and, during busy periods, unsatisfactory in-store waiting times.
1. Rising overheads: utilities, rent, business rates and insurance are all considerably higher, squeezing margins further.
1. Unpredictable stock costs: Basil's commitment to organic-only ingredients, while central to his brand, exposes him to volatile costs linked to crop failure.
Together, falling revenue and rising costs mean that, without intervention, the bakery's current operating model is unlikely to remain viable.
4a. Solution 1: Online Pre-Order and Delivery Service
Basil could introduce a simple online ordering system (website or app) that allows customers to pre-order and pay in advance for collection. To have orders delivered locally, Basil can use a small delivery van or partner with an existing local courier service. This would directly address the two service requests customers have already raised - delivery and pre-ordering - while opening the bakery to customers who now work from home and can no longer visit daily. It would also reduce in-store queuing during busy periods, since pre-paid orders could be prepared in advance and collected quickly.
4b. Solution 2: Diversification into Wholesale and Corporate Catering
Alternatively, Basil could reduce his reliance on retail-park footfall by diversifying into wholesale supply and corporate catering, including but not limited to, cafes, officers and surviving retail units. This could be paired with downsizing to a smaller, lower-rent unit to help offset rising overheads, since less passing-trade space would be required if wholesale and catering became a larger share of revenue.
5a. PMI Analysis Summary - Solution 1
A PMI (Plus, Minus, Interesting) analysis of the online pre-order and delivery service is provided in full in Appendix A. In summary, the Pluses (total +18) centre on capturing home-working customers, reducing queuing complaints, and creating a new revenue stream. The Minuses (total -14) reflect set-up costs, the strain on Basil's already limited time, and added delivery overheads. The Interesting/Implications column nets to a small positive (+3), reflecting the option of partnering with an existing courier to avoid running a delivery fleet.
5b. PMI Analysis Summary - Solution 2
The full PMI analysis for the wholesale and corporate catering option is provided in Appendix B. The Pluses (total +14) reflect a revenue stream independent of footfall and efficiencies from bulk production. However, the Minuses are significant, particularly the risk of losing the retail identity built since 2015 if the unit is downsized, and the time required to build new B2B relationships. The Interesting/Implications column is negative, largely because relocating to cut rent could itself alienate loyal walk-in customers.
5c. Results and Recommended Solution
The comparison of the two alternatives follows a structured decision-making approach (Kepner and Tregoe, 2013). The PMI results indicate a preference for Solution 1. Online pre-order and delivery achieve the stronger positive profile and directly addresses customer requests already identified in the case. It can also be piloted at relatively limited scale and does not require an immediate change to premises or brand positioning. Consequently, it represents the more proportionate and reversible intervention. 
6. Risk Analysis for the Recommended Solution
A full risk analysis for the online pre-order and delivery service is set out in Appendix C. Risk management should identify uncertainties, assess their significance and establish appropriate controls (Institute of Risk Management, 2023). The most significant risks identified for Basil's Bakery are delivery delays or errors and insufficient staff capacity to manage online orders alongside baking. A lower likelihood sddsdsbut still relevant risk is technical failure of the ordering platform. Practical mitigations include partnering with an established courier, recruiting a dedicated part-time assistant before launch and choosing a reliable, well-supported ordering platform.
7. Implementation Plan for the Recommended Solution
The table below sets out the practical steps, timeframe and staff responsible for implementing the online pre-order and delivery service. A phased implementation supports strategic control by allowing progress to be reviewed as the plan moves from selection and development to launch (Johnson et al., 2020).
	Actions
	Description
	Timeframe
	Staff Responsible

	Market research & platform selection
	Review ordering-platform and courier-partner options; confirm costs and organic-supplier delivery capability
	5-18 Oct 2026
	Basil

	Website / app build
	Commission and test an online pre-order and payment system linked to till
	19 Oct - 13 Nov 2026
	Web developer (contractor)

	Recruit & train delivery/admin assistant
	Job advert placed, interviews held, and successful candidate trained on the ordering system
	2-20 Nov 2026
	Basil / HR support

	Soft launch & trial
	Trial the service with existing loyal customers; gather feedback and fix issues
	23 Nov - 6 Dec 2026
	Basil & new assistant

	Full launch & marketing campaign
	Promote the service in-store, on social media and to nearby offices; monitor KPIs
	From 7 Dec 2026
	Basil & new assistant



This phased approach allows the service to be trialled with existing loyal customers before a wider marketing campaign, reducing the risk of reputational damage from early operational issues identified in Appendix C (Institute of Risk Management, 2023).


8. Key Performance Indicators (KPIs)
Progress will be tracked against the following KPIs. Well-designed KPIs provide focused measures that allow management to monitor whether critical activities are achieving the intended results (Parmenter, 2015).
	KPI
	Target
	How it will be measured

	Weekly sales revenue
	+15% within 6 months of launch
	Till/online platform sales reports, compared monthly to 2025 baseline

	Online/pre-orders per week
	50 orders per week within 3 months
	Order count from the online ordering platform

	On-time delivery rate
	95% delivered within the promised slot
	Courier/delivery tracking logs

	Customer satisfaction
	Average rating of 4.5/5
	Post-order feedback surveys and online reviews

	In-store waiting-time complaints
	Reduced by 50%
	Logged customer complaints/comments



9. SMART Objective
The objective is to increase Basil's Bakery's weekly sales revenue by 15% and generate at least 50 online pre-orders per week within six months of launching the online pre-order and delivery service, by June 2027. The objective follows the SMART principle of setting specific and measurable management goals (Doran, 1981). Progress will be measured through the online ordering platform's sales reports against the 2025-26 baseline.

10. Conclusion
The evidence suggests that Basil's Bakery is experiencing a structural demand problem rather than a temporary post-pandemic dip. Lower retail-park footfall, redundancies among nearby workers, hybrid working, higher overheads and volatile organic ingredient costs are acting together. Of the two options assessed, online pre-order and delivery is the stronger strategic response because it addresses stated customer demand and can be implemented incrementally. Structured decision-making, risk controls, performance measures and a SMART objective provide a clear framework for implementation (Kepner and Tregoe, 2013; Institute of Risk Management, 2023; Parmenter, 2015; Doran, 1981).
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Appendices
The following appendices contain the detailed PMI and risk analysis referred to in Sections 5 and 6 of this report.

Appendix A: PMI Analysis - Solution 1 
	Plus
	Minus
	Interesting / Implications

	Captures remote/home-working customers via delivery (+6)
	Set-up cost of website / ordering app (-4)
	Could partner with an existing local courier instead of running a van (+3)

	Pre-orders reduce in-store queuing complaints (+5)
	Basil is already stretched between baking and the counter (-3)
	Will likely require a part-time admin/delivery staff member (-2)

	New revenue stream not dependent on passing footfall (+4)
	Delivery packaging, fuel and courier costs add to overheads (-4)
	Opens the possibility of expanding into nearby residential areas (+2)

	Builds a customer database for targeted marketing (+3)
	Risk of order errors damaging reputation (-3)
	

	Total = +18
	Total = -14
	Total = +3





Appendix B: PMI Analysis - Solution 2 
	Plus
	Minus
	Interesting 

	New revenue stream independent of retail-park footfall (+5)
	Time needed to build B2B relationships and contracts (-5)
	Could diversify further into supplying local schools or offices (+2)

	Reduces reliance on passing trade (+5)
	Downsizing risks losing the walk-in retail identity built since 2015 (-5)
	Relocating to a smaller unit lowers rent but may lose loyal walk-in customers (-4)

	Bulk orders improve production efficiency (+4)
	Upfront cost of wholesale packaging and delivery contracts (-4)
	

	
	Sourcing organic ingredients at scale may be harder to guarantee (-3)
	

	Total = +14
	Total = -17
	Total = -2




Appendix C: Risk Analysis for the Recommended Solution
	What could cause the risk
	Likelihood (1-5)
	Impact of this risk
	What can you do to reduce the risk
	If it happens, what can you do to minimise the impact

	Website/ordering app technical failure or outage
	3
	Customers unable to place orders; lost sales during the outage
	Use a reliable, well-tested ordering platform with hosting support
	Take orders temporarily by phone/social media until the fault is fixed

	Delivery delays or incorrect orders
	4
	Poor reviews and loss of repeat custom
	Set realistic delivery slots; partner with an established local courier
	Offer a refund, voucher or free replacement, and a backup driver on call

	Insufficient staff to manage online orders alongside baking
	4
	Missed orders, falling product quality, and staff burnout
	Recruit a part-time admin/delivery assistant before launch
	Cap the number of online orders accepted per day until fully staffed

	Total likelihood score
	11
	
	
	




Appendix D: Action Plan
Problem: Declining sales, caused by reduced retail-park footfall, hybrid working and rising overheads.
Solution: Launch an online pre-order and delivery service.
	Actions
	Description
	Timeframe
	Staff Responsible

	Market research & platform selection
	Review ordering-platform and courier-partner options; confirm costs and organic-supplier delivery capability
	5-18 Oct 2026
	Basil

	Website / app build
	Commission and test an online pre-order and payment system linked to till
	19 Oct - 13 Nov 2026
	Web developer (contractor)

	Recruit & train delivery/admin assistant
	Job advert placed, interviews held, and successful candidate trained on the ordering system
	2-20 Nov 2026
	Basil / HR support

	Soft launch & trial
	Trial the service with existing loyal customers; gather feedback and fix issues
	23 Nov - 6 Dec 2026
	Basil & new assistant

	Full launch & marketing campaign
	Promote the service in-store, on social media and to nearby offices; monitor KPIs
	From 7 Dec 2026
	Basil & new assistant
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