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1. INTRODUCTION / OVERVIEW OF THE CASE STUDY

Basil’s Bakery is a small, independent artisan bakery in a Coventry retail park, established in 2015. It specialises in high-quality organic cakes, pastries, and breads, serving local shoppers, retail staff, and nearby industrial/office workers.
Sales grew year-on-year until 2020, when lockdown restrictions caused a sharp drop. While sales recovered after restrictions lifted, they stagnated 25% below 2019 levels from 2023-2025 and have not rebounded fully.

NATURE OF THE PROBLEM IMPACTING BASIL’S BAKERY
· Falling and stagnant costumer demand: 
. Decline in footfall - (the retail park is quieter than before, shops closing regularly with no new tenants, less passersby and no site workers)
. Lost loyal customers - (many retail staff made redundant, office staff work from home/part-time)
. Unmet customer expectations - (customers requiring delivery service and Basil not able to deliver this service, demand for pre-ordering services and Basil inconsistent in provide this service in full capacity causing waits and frustration and risking lost sales.

· Rising and Unpredictable costs:
. Fixed overheads up (rent, utilities, business rate, insurance)
. Volatile stock costs: (organic ingredients higher price, hard to budget)

· Structural and Operational Limitations:
. Reliance on Basil’s on-site presence (no delivery service)
. No ordering system

Basil’s Bakery Case Study, (2026)


2. PROPOSED SOLUTIONS

The 2 proposed solutions I will indicate will be: 
1 – Introduce Digital Pre-ordering and Third-Party Delivery Service
2 – Diversify Revenue and Stabilise costs via B2B supply + Organic supplier partnerships

Solution 1
With the Digital Pre-Ordering and Third-Party delivery service in place, Basil will be able to target problems such as long waiting times, missed pre-orders, stagnant sales, falling footfall and operational limits. 
The Digital Pre-Ordering service set up a simple website/app or social media order form (automated). Were costumers order ahead, pay online and collect at a set time. Eliminates long waits, stops missed calls, improves customer satisfaction.
Third Party Delivery: uses external drivers so Basil can stays fully focused on baking on-site (expands customer base and boosts sales above current stagnant levels)
Small delivery fees/commission offsets costs; organic product quality remains unchanged.

Solution 2
Diversify Revenue, stabilise costs and supplier partnership will allow Basil to solve problems such as sharply rising and unpredictable organic ingredients costs, higher overheads, reliance on one-off individual purchases only.
Using B2B wholesale supply will grant fresh organic baked goods on fixed daily/weekly contracts, guaranteed regular sales volumes, lowers cost per item and improves profit margins.
Long-term exclusive partnerships with local organic farmers/suppliers (lock in agreed prices, minimum orders and backup stock arrangements).
Steady recurring income makes sales less vulnerable to retail park decline and builds stable, predictable revenue.

3. EVALUATION OF SOLUTIONS
PMI Technique (Plus – Minus – Interesting) 
3a.  (Full Table on Appendix A)

Summary Comparison:
Solution 1: Faster to implement, customer-focused, expands reach but lower margin per sale and less control.
Solution 2: Builds stability, controls costs, stronger margins long-term but slower to build and needs consistent production.
(De Bono, 1973)

4. RISK ANALYSIS OF SELECTED SOLUTION
SELECTED SOLUTION – DIGITAL PRE-ORDERING + THIRD-PARTY DELIVERY
4a. Risk Analysis (Full Table on Appendix B)

4b. Explanation of Results and Feasibility of the selected solution
Explanation of Results:
· Key high risk: Loss of brand quality/reputation due to factors outside Basil’s control – critical because premium organic quality and reputation are the bakery’s competitive strength.
· Key ongoing risk: Commission pressure on margins – will not sink the business but erodes profit if not priced correctly.
· Lower risks: Extra costs, workload – manageable with careful planning and gradual scaling.
· Overall risk profile: Controllable and acceptable. Risks are known, predictable and solvable – all can be reduced with clear rules, limits and monitoring.

Feasibility of the selected solution
Operation Feasibility – HIGH
· Fits basil’s role: He remains on site baking, no need to leave production – matches his core strength and limitation.
· Simple tech: Low-effort tools (social media order form, free website, app partner) - no complex IT skills needed.
· Scalable: Start small – expand as demand grows; no big permanent commitment upfront.
Financial Feasibility – HIGH
· Low startup cost: Mostly small setup fees/commissions; no need to buy vehicles/hire full-time drivers.
· Revenue potential: opens sales to work from home staff, former costumers, residents – targets the exact lost demand causing stagnation; projected sales growth outweighs commission costs.
Market Feasibility – HIGH
· Directly solves stated demand: Costumers already asked for delivery and easier ordering – demand is proven, not guessed.
· Keeps fresh, organic, artisan quality – strengthens brand instead of changing it.

Conclusion:
Feasibility: HIGH and viable to implement. Risks are manageable with clear mitigation; solution is low-risk to start, flexible, revenue-generating quickly and directly fixes the main problems: falling footfall, lost customers, waiting times and missed orders.
5. IMPLEMENTATION PLAN
(DIGITAL PRE-ORDERING + THIRD-PARTY DELIVERY)
Goal: Launch within 4 weeks, operate gradually, minimise disruption, align with Basil’s on-site baking focus
Phased approach – low risk, easy adjustment, measurable results
Phase 1: Preparation and Setup (Weeks 1-2)
Objectives:
· Select platforms and partners; set pricing/rules; prepare processes and branding


Key actions:
1. Set-up digital ordering
· Choose simple tools: free/affordable websites for quick pre-orders
· List core best-selling products only; add clear collection/delivery times and zones
· Enable secure online payments to reduce cash handling and missed orders
2. Select delivery partners
· Register with 1-2 reputable apps + 1 local courier for flexibility
· Compare commission rates, service ratings, coverage; confirm terms
· Define fixed delivery radius and minimum order value to control costs and workload
3. Finalise pricing and packaging
· Adjust delivery menu prices/add small delivery fee to cover commissions and packaging
· Buy sturdy, heat-resistant, eco-friendly packaging and bulk to protect quality
4. Internal Preparation
· Create daily order schedule and collection slots to spread demand evenly
· Set aside short daily admin windows to process orders; avoid interrupting baking.

Phase 2: Soft Launch and Testing (Week 3)
Objectives:
· Trial small-scale; iron out error; gather feedback; protect production capacity
Key Actions
· Limited launch: Open service only to existing loyal customers and nearby residential area; shorter delivery hours initially
· Promote via in-store notices, social media posts, email/WhatsApp customer list
· Monitor closely: order accuracy, delivery timeliness, product condition, customer feedback
· Track daily order volume and production workload; adjust limits/hours if overwhelmed
· Resolve gaps: fix listing errors, adjust time windows, swap couriers if service poor

Phase 3: Full Launch and Promotion (Week 4 onwards)
Objectives:
· Expand reach; build regular orders; grow revenue steadily
Key Actions
· Expand delivery zones and operating hours gradually; add more menus items as capacity allows
· Run introductory offers: small discounts/free treats on first orders to boost uptake
· Post daily fresh product photos, opening updates and customer reviews across social media
· Collect customer contact details for weekly specials and pre-order reminders
· Display positive feedback; build reputation for fresh, reliable delivery

Phase 4: Monitor, Review and Optimise (Ongoing)
Objectives:
· Control risks; improve profit; scale sustainably
Key Actions
· Weekly checks: Review sales volume, commission cost, customer ratings and complaints
· Monthly review: Compare sales vs pre-launch levels; identify top sellers and slow movers
· Invest extra profit: Recruit part-time helper when consistent high demand frees Basil to focus on baking
· Keep records to spot seasonal trends and plan production ahead

5b. Rationale for Implementation Plan: Reasons, Timing, Order and Responsibilities
All choices follow protect Basil’s baking time – low risk gradual rollout – prove demand before scaling – control costs.
Overall Summary of rationale:
· Order: Prepare - Test – Launch – Optimise = logical, low-risk progression
· Timing: Fast enough to reverse falling sales; phased so never overwhelm Basil
· Responsibilities: Basil leads and protects core baking/production; delegate admin/promotion where possible – matches his key limitation and strength
· All activities directly target: falling footfall, missed orders, unmet delivery demand, margin pressure and brand protection.




 6. IDENTIFY ONE KEY PERFORMANCE INDICATOR (KPI) AND A SET OF SMART OBJECTIVES
· Primary KPI
Net Monthly Revenue from Digital Pre-Orders and Delivery (directly measures success in reversing stagnant sales, capturing lost customers and generating new profit; tracks the core financial goal of the solution clearly and numerically.
 
· SMART Objectives
(Specific, Measurable, Achievable, Relevant, Time bound)
1. Revenue Growth Objective
· Specific: Clear income source and exact values
· Measurable: Track via sales record/platform reports
· Achievable: Builds gradually, matches local population/former customer numbers
· Relevant: Directly boosts total bakery income and offsets lost walk-in trade
· Time-bound: Targets set at 3-month and 6-month milestones

2. Customer Satisfaction and Retention Objective
· Specific: Defined rating score + repeat percentage
· Measurable: App reviews, feedback forms, order history data
· Achievable: Quality products + reliable service can sustain this level
· Relevant: Protects brand reputation, builds loyal regulars, support long-term profit
· Time-bound: Effective from full launch, ongoing monitoring

3. Operational Efficiency Objective
· Specific: Clear percentage limits on delays/cancellations and workload share
· Measurable: Daily order logs and time tracking
· Achievable: Controlled zones, order caps and scheduling prevent overload
· Relevant: Ensures service reliability and keeps Basil focused on core baking work
· Time-bound: Achieve and maintain starting week4

6b. Use of Metrics to Monitor & Evaluate Solution Effectiveness
· Revenue trend: Confirms whether the service is replacing lost income and growing. If targets are missed, pricing, promotion, or coverage will be adjusted.
· Satisfaction and repeat rates: Verify that quality and service standards are being maintained.
· Operational metrics: Ensure the new service does not compromise core baking. 
· Review cycle: weekly quick checks detect small issues early; monthly full reviews guide strategic adjustments.
These metrics act as regular progress checks, early warning signals and proof of success – tracking financial results, customer acceptance and operational fit with basil’s working limits.



7 – KEY FINDINGS – BASIL'S BAKERY REPORT

· Business performance: sales grew consistently from opening in 2015 until 2020; following pandemic, footfall and sales recovered but never returned to pre-2020 levels. Since 2023-2025, revenue has stagnated at 25% below 2019 averages.

· Falling customers numbers: The retail park is quieter, shops are closing, and loyal on-site customers have been made redundant or now work from home, reducing daily visits.

· Unmet customer needs: Customers request delivery and pre-order services, but these cannot be fully met due Basil’s baking responsibilities and staffing limitations; long wait times and unanswered calls frustrate potential buyers.

· Rising costs & supply risks: Rent, utilities, rates and insurance are all substantially higher than in 2019. Organic ingredients are costly, subject to unpredictable harvest conditions, and difficult to budget for.

· Viability concern: Current trading conditions, falling demand and squeezed margins mean the bakery is no longer sustainable in its existing form without strategic changes.
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9 – Appendix

Appendix A – PMI Analysis Table

	Criteria
	Solution 1: Pre-Oder & Delivery
	Solution 2: Cost cut & B2B Supply

	Plus
	Reaches remote workers; retains brand identity; high customer demand; scalable.
	Immediate cost savings; predictable income; lower risk profile.

	Minus
	Setup & staffing costs; delivery logistics; time to build volume.
	Brand dilution risk; slower revenue growth; contract dependency.

	Interesting
	Could enable bulk ingredient purchasing; community visibility increases.
	Reduces price sensitivity; may allow price stability; less staff required.






Appendix B - Risk Analysis Table

(Risk = Likelihood x Impact; rated Low/Medium/High + mitigation plan)

	Potential Risk
	Likelihood
	Impact
	Risk Level
	Mitigation Plan

	High commission fees reduce profit margins
	High
	Medium
	Medium-High
	Set small delivery fees; price menu slightly higher for delivery

	Poor delivery service damages brand reputation
	Medium
	High
	High
	Choose highly rated couriers; quality packaging; set clear delivery time windows

	Surge in orders overwhelms production capacity
	Medium
	Medium 
	Medium
	Start with limited delivery hours; hire part-time assistant

	Extra admin and workload takes time away from baking
	Medium
	Medium
	Medium
	Use simple automated online system; set fixed check-in times

	Increased packaging/operational costs
	Low-Medium
	Low
	Low-Medium
	Buy in bulk; choose cost-effective but eco-friendly options

	Low costumer uptake/wasted setup effort
	Low
	Medium
	Low-Medium
	Launch with promotions; promote via social media/loyal costumers



	
	
	



