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Overview:

Basil’s Bakery is an established independent business that has operated from the same retail park since 2015 but is now experiencing significant financial and operational pressures. Upon analysis, the central problem affecting the business is the consistent reduction in sales. Between 2023 and 2025, sales stagnated at an average of 25% below the 2019 figure. Although lockdown restrictions have ended, footfall has not returned to pre-COVID levels. Businesses within the retail park are also closing, while increased working-from-home practices have reduced purchases from customers who previously worked locally. This reflects wider changes in working patterns, with hybrid working remaining prevalent in Great Britain (Office for National Statistics, 2025). These pressures are compounded by rising operating costs, further contributing to Basil’s financial difficulties.

Solution A – Online Sales and Digital Marketing:

As identified in the case study, customers who are no longer near Basil’s Bakery have requested a delivery service, while others have requested the ability to pre-order. I would suggest that Basil implements an online ordering system linked to a website, alongside developing a social media presence displaying finished products. If customers are unable to view the products in person, showcasing them online could increase potential sales when combined with a delivery service. Furthermore, building an online customer network could allow Basil’s Bakery to grow organically through word-of-mouth recommendations and authentic customer reviews.

Solution B – Relocation:

Relocating would be my second approach. Due to declining businesses and footfall within the retail park, in conjunction with increased running costs, it is vital that Basil explores alternative locations. I would prioritise affordable overheads rather than simply selecting the location with the highest footfall. However, after identifying financially sustainable premises, the next priority would be a well-developed location with consistently high footfall, such as near a train station or busy high street. Accessibility and proximity to potential customers should also be considered, allowing Basil to increase exposure to new customers while maintaining sustainable operating costs.



Evaluation Results and Justification:

Upon evaluation, I found that Basil’s current business model is highly dependent on physical sales and consistent local footfall. Given the shift towards online purchasing (Office for National Statistics, 2026) and Basil’s increasing financial pressures, Solution A provides a comparatively low-cost opportunity to fulfil existing customer demand, retain and re-engage customers, and increase exposure. This supports its higher PMI score of +27.5 compared with +19 for relocation.

I weighed the financial and operational risks of relocation heavily because Basil is the sole owner and operator. Sourcing a premises, negotiating costs and managing the logistics of relocation while continuing bakery operations would require significant time and financial investment. Implementing Solution A first could diversify Basil’s sales while requiring substantially less initial investment. It could also retain online customers if relocation is pursued later, allowing Basil to manage the transition while reducing his dependence on physical footfall.

Implementation Plan and Justification:

The implementation sequence is designed to reduce financial risk while allowing Basil to continue operating the bakery. Website development and delivery planning are prioritised because they provide the infrastructure required for online sales. Digital marketing will begin during website development, building customer awareness without unnecessarily extending the implementation period.

A third-party delivery provider will initially be used to avoid the financial commitment of purchasing a vehicle before sufficient demand has been established. Performance will be reviewed after 4–6 weeks, providing there is enough trading data to identify problems with sales, delivery costs, customer demand and stock without allowing inefficiencies to continue unnecessarily.

Freelancers will undertake web development and digital marketing because these require specialist skills, while avoiding permanent staffing costs during a period of uncertain demand. Basil will retain overall responsibility because changes to production, stock levels and expenditure require oversight from someone with visibility across the entire business.



KPI and SMART Objectives Justification:
The selected KPI is percentage increase in total sales revenue because declining sales are the root problem affecting Basil’s Bakery. A target of 30% growth would bring sales close to their 2019 level, directly measuring whether the proposed solution is successfully addressing the decline.

A 12-month timeframe provides a fair period of consistent trading in which the online ordering and delivery service can become established. It allows former customers time to reconnect, new customers to be acquired through digital marketing, and the bakery to experience seasonal demand and different purchasing occasions throughout the year.

Performance will initially be reviewed after 4–6 weeks, allowing Basil to identify problems and adjust without changing the overall annual target. Although 30% growth is ambitious, the combination of existing demand, customer re-engagement, online exposure and delivery provides reasonable potential for achieving the objective.

Key Findings:

· Declining sales are the central problem affecting Basil’s Bakery, with sales remaining approximately 25% below 2019 levels.

· Reduced retail-park footfall, changing working patterns and rising operating costs have contributed to the problem.

· Online sales and digital marketing achieved a PMI score of +27.5 compared with +19 for relocation.

· Online ordering and delivery could reduce dependence on physical footfall while retaining, re-engaging and attracting customers.

· Success will be measured by targeting a 30% increase in total sales revenue within 12 months.
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Appendix 1 – TASK 3a: PMI EVALUATION TABLE
SOLUTION A – ONLINE SALES AND DIGITAL MARKETING
	PLUS
	
	MINUS
	
	      INTERESTING
	

	INCREASE CUSTOMER REACH AND SALES POTENTIAL
	+5
	INCREASED WORKLOAD AND LIMITED PRODUCTION CAPACITY
	-3.5
	REDUCED DEPENDENCE ON PHYSICAL FOOTFALL/LOCATION
	+5

	LOWER FINANCIAL RISK AND IMPLEMENTATION COSTS COMPARED WITH RELOCATION
	+5
	ADDITIONAL WEBSITE, PACKAGING, DELIVERY AND MARKETING COSTS
	-2
	ABILITY TO RETAIN AND RE-ENGAGE EXISTING/FORMER CUSTOMERS
	+5

	IMPROVED OPERATIONAL EFFICIENCY THROUGH AUTOMATED ORDERING
	+5
	RELIANCE ON TECHNOLOGY AND THIRD-PARTY DELIVERY SERVICES
	-2
	CUSTOMER DATA AND DEMAND FORECASTING
	+3

	INCREASED ONLINE PRESENCE AND ALIGNMENT WITH CHANGING CONSUMER BEHAVIOUR
	+5
	MAINTAINING PRODUCT FRESHNESS AND QUALITY DURING DELIVERY
	-3
	SCALABILITY AND EXPANSION BEYOND THE LOCAL MARKET
	+5

	TOTAL= +20
	TOTAL= - 10.5
	TOTAL= +18


Source: PMI methodology adapted from The Open University (n.d.).
Overall Total for Solution A = +27.5





	


SOLUTION B - RELOCATION
	PLUS
	
	MINUS
	
	      INTERESTING
	

	INCREASE ACCESS TO CUSTOMERS AND PASSING TRADE
	+4
	HIGH UPFRONT RELOCATION COSTS AND FINANCIAL RISK
	-4.5
	ABILITY TO TARGET A MORE SUITABLE CUSTOMER DEMOGRAPHIC
	+4

	OPPORTUNITY TO STRATEGICALLY REPOSITION THE BAKERY
	+5
	RISK OF LOSING EXISTING CUSTOMERS
	-3
	POTENTIAL TO DEVELOP A STRONGER REPEAT CUSTOMER BASE
	+4

	OPPORTUNITY TO IMPROVE LONG-TERM OPERATING COSTS
	+3.5
	UNCERTAINTY OF DEMAND AND THE NEW LOCATION
	-3
	OPPORTUNITY TO REDESIGN/REBRAND THE BUSINESS
	+3.5

	INCREASED VISIBILITY AND LONG-TERM COMMERCIAL PRESENCE
	+5
	TIME, COMPLEXITY AND MANAGEMENT BURDEN OF RELOCATING
	-4.5
	POTENTIAL FOR A HYBRID PHYSICAL AND ONLINE BUSINESS MODEL
	+5

	TOTAL= 
	+17.5                  
	TOTAL=
	-15
	TOTAL= 
	+16.5


Source: PMI methodology adapted from The Open University (n.d.).

OVERALL PMI SCORE FOR SOLUTION B = +19
PMI COMPARISON: SOLUTION A LEADS SOLUTION B BY 8.5 POINTS




APPENDIX 2 – TASK 4a: IMPLEMENTATION PLAN
	WHAT
	HOW
	WHEN
	WHO

	Develop an e-commerce website and automated ordering system
	Create product catalogue, pricing, product/allergen information, payments, pre-orders, stock limits and collection/delivery booking
	6 weeks
	Freelance web/e-commerce developer, overseen by Basil

	Establish reliable delivery system
	Initially use third-party delivery; establish zones, fees, slots and handling requirements. Monitor performance before considering a dedicated vehicle
	Operational within 6–8 weeks; review after 4–6 weeks
	Basil + delivery provider

	Develop social-media and digital marketing
	Freelancer creates product content, builds awareness and directs customers towards online ordering
	During 6-week website development and continuing after launch
	Freelance social-media specialist, overseen by Basil

	Monitor and optimise performance
	Review sales, orders, delivery costs, customer satisfaction, repeat purchases, demand and waste
	Initial review 4–6 weeks after launch; ongoing thereafter
	Basil




Appendix 3 — Task 5a: KPI and SMART Objectives
Key Performance Indicator
Percentage increase in total sales revenue

	SPECIFIC
	INCREASE BASIL’S TOTAL SALES REVENUE THROUGH ONLINE ORDERING, DELIVERY AND DIGITAL MARKETING

	MEASURABLE
	ACHIEVE A 30% INCREASE IN TOTAL SALES REVENUE, MEASURED AGAINST SALES IMMEDIATELY BEFORE IMPLEMENTATION

	ATTAINABLE
	GROWTH COULD COME FROM RETAINING CURRENT CUSTOMERS AND ATTRACTING NEW CUSTOMERS THROUGH ONLINE MARKETING AND DELIVERY

	RELEVANT
	THE OBJECTIVE DIRECTLY ADDRESSES SALES REMAINING APPROXIMATELY 25% BELOW 2019 LEVELS

	TIME-BOUND
	ACHIEVE THE 30% INCREASE WITHIN 12 MONTHS OF LAUNCH WITH AN INITIAL PERFORMANCE REVIEW AFTER 4-6 WEEKS


	SMART framework adapted from Doran (1981).
SMART OBJECTIVE
Increase Basil’s total sales revenue by 30% within 12 months of launching the online ordering, delivery and digital marketing strategy, measured against sales immediately prior to implementation.
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