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[bookmark: _Toc233824655]Overview of the case study 
Basil’s Bakery is an independent artisan bakery located in a retail park in
Coventry. Since opening in 2015, the business experienced steady growth until the COVID-19 pandemic in 2020. Although sales recovered after lockdown restrictions were lifted, they never returned to pre-2019 levels and have remained approximately 25% below 2019 figures between 2023 and 2025.
The primary issue facing the bakery is declining customer footfall. The retail park is significantly quieter than before, with many neighbouring shops closing and remaining vacant. This has reduced the number of visitors to the area and weakened the bakery’s customer base. In addition, many former regular customers now work remotely for part of the week, reducing demand for weekday lunches and snacks.
Customer expectations have also changed. Several loyal customers have requested delivery services, while others want a reliable pre-order system to avoid waiting during busy periods. Basil has been unable to provide these services consistently because he is heavily involved in daily baking operations and cannot always answer telephone orders.
At the same time, the business faces rising operating costs, including higher rent, business rates, insurance and utility bills. The cost of organic ingredients has become increasingly volatile, making budgeting difficult.
Therefore, the central problem is that the bakery’s traditional walk-in business model is no longer generating sufficient sales to cover increasing costs. To remain viable, Basil must adapt to changing consumer behaviour and create new ways for customers to purchase his products.


[bookmark: _Toc233824656]Two Proposed Solutions
[bookmark: _Toc233824657]Solution 1: Introduce Online Ordering, Pre-Ordering and Delivery
Basil could launch a simple online ordering system through a website or mobile-friendly platform. Customers would be able to pre-order bread, pastries and lunch items for collection or local delivery. Delivery could initially operate within a limited radius around the retail park and nearby residential areas.
This solution would help recover sales from customers who now work from home or no longer visit the retail park regularly. It would also reduce queues and waiting times during busy periods, improving customer satisfaction.


[bookmark: _Toc233824658]Solution 2: Develop Wholesale and Corporate Sales
Basil could diversify away from dependence on retail footfall by supplying local cafés, offices, gyms, and independent retailers with artisan bread and pastries. He could also offer corporate breakfast and meeting packages to nearby businesses.
This solution would create a more stable revenue stream through regular business-to-business orders and reduce reliance on unpredictable walk-in trade.
Reducing waste, improving inventory management and developing stronger supplier relationships can help small businesses lower operating costs and improve profitability (Slack and Brandon-Jones, 2023).
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	Solution 1: Introduce online ordering, pre-order & delivery.

	Plus 
	Minus
	Interesting

	· Reaches customers who work from home. 5
· Increases convenience. 5
· Reduces waiting times. 4
· Can generate additional sales outside the retail park. 5
	· Requires investment in technology and delivery logistics. 3
· May increase workload. 2
· Delivery costs could reduce profit margins. 2
	· Could create a customer database for future marketing.  5
· May allow subscription bread deliveries. 4
· Could support loyalty schemes. 4


Total=19                                Total=7                                        Total=13
Overall PMI score=25



	Solution 2: Wholesale and Corporate sales

	Plus 
	Minus 
	Interesting 

	· Provides regular recurring orders. 4
· Less dependent on retail footfall. 3
· Improves production planning. 3
· Can increase brand visibility. 3
	· Wholesale customers often expect lower prices. 4
· Requires sales effort and relationship management. 4
· Risk of becoming dependent on a few large clients. 4
	· Could lead to catering opportunities. 3
· May strengthen the bakery’s reputation as a premium local producer. 3
· Could eventually support expansion into multiple outlets. 4


Total=13                                           Total=12                                              Total=10
Overall PMI score= 11

The PMI technique provides a structured method for evaluating the advantages, disadvantages and interesting implications of each strategic option before making a business decision (Johnson et al., 2020).
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Based on the PMI analysis, Solution 1 online ordering, pre-ordering and delivery is the preferred option.
The bakery’s main problem is the loss of customer visits caused by reduced retail park footfall and increased home working. Solution 1 directly addresses this issue by allowing customers to buy Basil’s products without needing to visit the retail park. It also responds to existing customer requests, suggesting there is already demand for the service.
Although wholesale sales could provide stability, they would require lower pricing and significant business development effort. In contrast, online ordering can be implemented gradually, preserves the bakery’s premium brand positioning, and strengthens relationships with existing customers.
Therefore, Solution 1 offers the best balance of customer retention, revenue growth and long-term sustainability.
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	                        Implementation Plan Duration of 12 weeks.

	                  Activity 
	            Timeframe 

	Research online ordering platforms
	      Week 1-2

	Set budget and delivery area
	      Week 2

	Create website/order system
	      Week 3-5

	Develop menu and pricing
	      Week 4-5

	Test ordering and payment process
	      Week 6

	Train staff and prepare packaging
	      Week 7

	Launch marketing campaign
	      Week 8

	Soft launch with limited customers
	      Week 9

	Full launch and performance review
	     Week 10-12




[bookmark: _Toc233824662] Reasons for the Activities
· Researching platforms first ensures Basil chooses a cost-effective and easy-to-manage system. 
· Defining the delivery area prevents excessive travel costs and protects profit margins. Testing the system reduces the risk of failed orders or payment problems.
· Staff training ensures orders are prepared accurately and efficiently.
· A soft launch allows operational problems to be identified before full implementation. 
· Marketing before launch creates awareness and encourages existing customers to try the new service.
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                                                              Primary KPI
A Key Performance Indicator (KPI) is a measurable value used to assess how effectively an organisation is achieving its strategic and operational objectives (Parmenter, 2020).
Online Orders per Week                                    Target: 100 orders per week within 6 months
Key Performance Indicators should be measurable, aligned with organisational objectives and reviewed regularly to monitor business performance and support continuous improvement (Parmenter, 2020).





                                                            SMART Objectives
SMART objectives are goals that are Specific, Measurable, Achievable, Relevant and Time-bound, providing a clear framework for planning and evaluating performance (Doran, 1981).
Specific: Launch an online ordering and delivery service.
Measurable: Achieve 100 online orders per week.
Achievable: Start with existing customers and local marketing.
Relevant: Addresses reduced footfall and changing customer behaviour.
Time-bound: Reach the target within 6 months of launch.

[bookmark: _Toc233824664]Monitoring and Evaluation
The KPI will be reviewed weekly and monthly. Basil should track:
· Number of online orders.
· Average order value.
· Delivery costs.
· Customer satisfaction.
· Total sales revenue.

If online orders increase steadily, the solution is successfully replacing lost footfall. If targets are not met, Basil can adjust marketing, expand the delivery area, or introduce promotions and loyalty rewards.
Comparing monthly sales with pre-launch figures will show whether the service is generating additional revenue rather than simply shifting existing customers online.
6. Key Findings
· Basil’s Bakery has experienced a 25% sales decline compared with 2019.
· The main cause is reduced retail park footfall and increased home working.
· Customers are requesting delivery and pre-order services.
· Rising operating costs are increasing financial pressure.
· Two solutions were proposed: online ordering/delivery and wholesale/corporate sales.
· PMI analysis showed that online ordering is the strongest option.
· A 12-week implementation plan was developed.
· The chosen KPI is online orders per week.
· The SMART target is 100 online orders per week within 6 months.
· The recommended strategy is to modernise the bakery’s sales channels while maintaining its artisan brand.

[bookmark: _Toc233824665]Overall Recommendation Preferred
Basil should implement an online pre-order and local delivery service as the priority strategy. This directly addresses the decline in footfall, meets existing customer demand, and provides the best opportunity to restore revenue growth while preserving the bakery’s premium artisan positioning.
Small businesses must continually adapt to changing customer behaviour and market conditions to remain competitive and achieve sustainable growth (Burns, 2022).

In addition, implementing an online ordering, pre-order and delivery service will provide Basil's Bakery with valuable customer data that is currently unavailable. By collecting information on purchasing patterns, popular products and peak ordering times, Basil can make more informed business decisions regarding production planning, stock management and promotional activities. This will help reduce food waste by producing quantities that better match customer demand while improving the availability of popular products. Furthermore, the online platform can support digital marketing initiatives such as email newsletters, seasonal promotions and loyalty rewards to encourage repeat purchases and strengthen customer relationships. According to Kotler and Keller (2022), digital marketing enables businesses to improve customer engagement and build long-term loyalty through personalised communication. As online shopping continues to grow, introducing these services also future proofs the business by adapting to changing consumer behaviour and increasing convenience. Although there will be initial implementation costs, including website development, payment integration and staff training, these expenses should be viewed as a long-term investment rather than a short-term cost. Over time, increased sales, improved operational efficiency and greater customer retention are expected to outweigh the initial expenditure. Therefore, adopting digital ordering and delivery represents a sustainable strategy that addresses both current market challenges and the long-term competitiveness of Basil's Bakery.
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